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Summary
The use of total quality management philosophies and business management strategies
are an effort to approach quality process and business improvement as a systematic
process. Its human resource theme describes how the organisation involves its
employees in the quality and business management improvement effort by educating
them about problem-solving tools, techniques and strategies. It also allows them to
obtain the knowledge and skills they need to perform their jobs better. The technology
and systems theme of TQM advocates the use of state-of-the-art technology that is
available and economically feasible to achieve the desired goals. It also helps make use
of the best business strategy practices to achieve business success.
The original theme of the research project was to develop a knowledge-based expert
system that would help in the achievement of a world-class business excellence
performance through continuous process improvement. The system so developed
would make use of the knowledge of the system providing recommendations to its
users as to what quality management remedial actions; quality strategic plans or
business management strategies should be taken. The user's quality or specific
management problems were initially identified. The system would assist users to
achieve continuous improvement to world-class business performance level by using
different quality management tools and techniques, gurus' philosophies and different
business management strategies.
Development of an expert system for achieving world-class business performance
through continuous process improvement requires a better knowledge base and
incorporating the Chinese philosophies for Eastern culture countries will be
advantageous. The gap in knowledge set the scene for the direction of the research
project. The gap in current thinking is:
• The lack of integration of Chinese philosophies into organisational development
towards world-class business excellence
• The lack of understanding how Chinese values or thinking can assist achievement
of world-class business excellence.
There are a number of major objectives in this research project:
• Review the philosophies of the quality gurus, total quality management principles
and detailed elements of the ISO 9000 quality management system,
• Review the quality management improvement tools, in particular the Quality
Function Deployment (QFD) methodology for quality management and business
strategic planning.
• Understand the meaning of world-class business excellence by reviewing the
quality awards, in particular the Malcolm Baldrige National Quality Award and The
European Quality Award models.
• Understand the philosophy of Chinese philosopher Confucius and how this relates
to quality management strategy and the economic influences.
• Understand the philosophy of Chinese philosopher Sun Tzu's The Art of War and
The Thirty-six Strategies, and how these relate to business management strategies.
• Substantiate the Eastern gurus' philosophies and hypotheses in business
management and strategic planning by surveys and analyses.
Chapter 1
	 Introduction
Chapter 1	 Introduction
1.1	 Statement of the Research Problem
This research project was initiated in 1992 with the view of developing an expert
system for an ISO 9000 quality management system. It was intended that the
computer system so developed would assist organisations in achieving the
certification of ISO 9000 quality management system. Both Hong Kong and China
in the early 1990's had a strong demand for the ISO 9000 quality management
system certification as well as acquiring the necessary background information for
the quality system. In the 1990's, there were not many organisations in Hong Kong
and East Asian countries, which succeeded in getting the certification of ISO 9000
quality management system. Because of the need for certification before entering
into business with European countries, there were continuous demands on all aspects
of ISO 9000 quality management systems including education and training, quality
system auditing and statistical techniques.
The details of the ISO 9000 quality management system were studied and a
preliminary literature survey was done. As the ISO quality management system was
mainly on quality system documentation, the system itself did not necessarily satisfy
the needs of organisations looking for total quality management and improvement.
The theme of the research project was then reviewed and proposed to include Total
Quality Management (TQM) philosophy. Franz proposed that TQM is a philosophy
of management that is a process effecting the change of emphases of the following
strategies: (Franz et al. 1992).
• changing the organisation culture;
• accomplishing quality goals through participatory management;
• encouraging education and training;
• striving for continuous process improvement;
• facilitating communication for improvement;
• identifying and satisfying customers' needs, both internal and external;
• measuring the process and displaying improvement positions;
• seeking to empower improvement on quality of products and services; and
• involving employees in quality and management processes.
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The research project was then extended in the scope to the development of a
knowledge-based expert system enabling achievement of world-class business
performance through continuous process improvement. The research concentrated
on how to achieve world-class performance in business and what are the major
criteria and elements in both organisations and people working in these organisations
in order to achieve the goals. It was proposed that meeting the criteria of TQM in an
organisation through continuous process improvement would help achievement of
world-class business performance excellence.
1.1.1 Initial Stage of the Research
The implementation of TQM was considered to be difficult using traditional methods
of changing an organisation. However, interest in the design and implementation of
TQM programmes to enhance productivity and quality had increased greatly in a
wide variety of organisations. Although there were some general agreements on the
need of top management support for quality improvement activities, few mechanisms
existed to assist management in providing inputs into the development of such
programmes. Apart from external consultant help, the idea of using a decision
support system with an imbedded expert system was revealed. The decision support
system would assist managers or decision makers in both assessing the target for
improvement as well as selecting TQM tools and techniques that were appropriate
for organisations looking for changes. It was believed that the use of a computer-
based expert system would enhance the overall speed of change. The system so
developed would be equivalent to a number of experts helping the organisations in
carrying out these changes. These changes range from the education and training of
people, organisational culture change to quality system evaluation and improvement.
Assessment of the current state of quality in an organisation or enterprise can be
accomplished by isolating the components of quality. Quality indicators such as
those drawn from the Deming's Award, Malcolm Baldrige National Quality Award
(MBNQA) and European Quality Award (EQA) can be self-assessed by
organisations entering into TQM improvement processes. The choices of tools and
techniques to accomplish these improvement goals are constrained by organisational
resources, characteristics, and commitment to TQM, as well as their organisational
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needs. These tools and approaches address specific organisational needs and range
from statistical process control techniques to quality circles. A means is therefore
needed to facilitate management participation in setting their TQM policies.
Managers need to understand the nature of their quality problems and be actively
involved in the determination of which quality techniques may be useful in solving
the problems' impact upon their companies.
1.1.2 Second Stage of the Research
The expert system so developed was intended to provide a mechanism for both
determining the current and desired state of quality in the organisation, as well as
providing information with respect to quality management tools and techniques. The
decision supporting components of the system automates a questionnaire instrument
that helps the decision-makers determine where improvement is most needed in the
organisation and what quality management approach is most appropriate with respect
to the organisation's environment and strategies.
The expert system should be a system for an ISO 9000 quality management system,
TQM and business management strategies that helps to define and solve problems in
these respective areas effectively. The system consists of phases of problem
definition, alternatives generation and selection of the best alternative. The system is
to assist all these phases of the problem-solving processes. It consists of practical
descriptions, instructions, and improvement tools for both quality management and
strategies a person can use to define the problem, develop alternatives, make a choice
and provide solutions.
Total quality management and business management strategies are an effort to
approach quality and business process improvement as a systematic process. Its
human resource theme describes how the organisation involves its employees in
quality improvement and business management by educating them about problem-
solving tools, techniques and strategies. It also allows them to obtain the knowledge
and skills they need to perform their jobs better. The technology and systems themes
of TQM advocate the use of state-of-the-art technology that is available and
Page 3
Chapter I	 Introduction
economically feasible to achieve the desired goals. It also helps make use the best
business management strategy to achieve business success.
The system so developed also has the potential as a TQM and business management
strategy training tool to enhance human learning and decision-making skills, in turn
supporting productivity enhancement, quality improvement goals and business
performance excellence. The system can be employed as a part of the management
training or the total quality programme in an organisation. With practice, the system
can be used to help improve the speed and quality of employees' problem-solving
skills that are relevant to a TQM and business management decision-making work
culture.
1.1.3 Third Stage of the Research
Western philosophies of TQM are an amalgam of the ideas evolving from W.
Edwards Deming, Joseph M. Juran, Philip B. Crosby, Armand V. Feigenbaum and
Kaoru Ishikawa and many others. It is the management philosophy that focuses on
fulfilling customer expectations by providing quality services and products as a
result of continuous improvement to organisation processes. For most organisations,
implementing TQM philosophy causes significant changes. The changes may
impact on the organisational culture, the leadership, the organisational structure, or
the design process. The best road map for this change is a strategic planning process
that supports the organisation's vision and goals.
Most quality management theories can be traced back to the ideas and philosophies
of the group of Western gurus because they form a corner stone of quality
management theory and culture. The Malcolm Baldrige National Quality Award
criteria focus on organisations, people, and management systems. Eleven out of
Deming's fourteen points address organisational culture, leadership, and people.
Levinson in his book 'The Way of Strategy' (Levinson, 1996) remarked that people,
organisations, and management systems put together would win business wars and
capture market share. People, organisations, and systems design will deliver quality
products and services. Of course they use new technologies and statistical methods
to accomplish them. Levinson wrote "Business, like war, is a competition between
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organisation and systems" and "War drove the development of techniques for
leadership, organisation, and competition."
Study of Western management philosophies and practices revealed that there was
little incorporation of philosophies of the Chinese philosophers like Confucius and
Sun Tzu and Thirty-six Strategies in their current thinking. There were a number of
economic reports and data published including those from the World Bank showing
the high annual growth rate in these East Asian countries (Hofstede et al., 1988).
These countries in the East, sometimes called the 'Five Dragons', are leading in
performance with a much higher average annual growth rate over a period of years.
Comparisons with those figures of the Western countries really show that they have
high growth rates and future potential. Some years ago, a number of economists
even failed to predict the staggering economic rise of the East Asian countries, and
some of them even failed to recognise it when it was well underway.
a) Neo-Confucian Hypothesis
For the real explanation, researchers labelled the cultures of the East Asian
countries `Neo-Confucian', that is, rooted in the teachings of Confucius.
Hofstede, Kahn and Bond (Hofstede et al, 1988) and others hold their views that
specific nations have specific cultural traits that are "rather sticky and difficult to
change in any basic fashion, although they can often be modified". They defined
culture as the collective programming of the mind that distinguishes the members
of one category of people from those of another. This definition applies to
national as well as to corporate level. For the Neo-Confucian hypothesis, it is the
East Asian countries that have common cultural roots going far back into history.
During the past 30 to 40 years this cultural inheritance has constituted a
competitive advantage for successful business activities under the world market
conditions.
Hofstede et al. also stressed that the cultural inheritances are not genetically
transferred; they can be in principle acquired by any human being that is at the
right place at the right time. People will receive the mental programming called
culture from the day a person is born.
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b) Sun Tzu's The Art of War and The Thirty-six Strategies
Sun Tzu's The Art of War is the most famous work on military operations in
ancient China and it is also the most referred and well-known military text
outside China (Wee et al., 1995). Being the oldest military treatise in the world,
it is one of the greatest cultural legacies of the Chinese nation. The significance
of Sun Tzu's works in influencing military thoughts has seldom been questioned.
There is no direct evidence that Sun Tzu actually wrote down his own thoughts
(Krause, 1996), however, his works and military statements were known to have
been used extensively during the Warring States Period (about 403 BC to 221
BC) (Wee et al, 1995) in Chinese history.
The Thirty-six Strategies is a collection of thirty-six sayings that encapsulates
thirty-six stories of strategic prowess in ancient Chinese history. Most of these
stories are derived from military ploys applied during the Warring States Period
or during the Three Kingdom Period in 220-265 BC (Cleary, 1991). Together,
Sun Tzu's The Art of War and the Thirty-six Strategies have become part of the
collective conscious of most educated Chinese. The author of the Thirty-six
Strategies is unknown in spite of the renown of his work. The strategies are
encapsulated in mnemonic phrases, many of which passed into proverb and are
very widely known in the Chinese cultural sphere (Chinese Strategies, 1995).
1.1.4 Direction of the Research
The last few sections state the initial stages of the development of the research.
Development of an expert system for achieving world-class business performance
through continuous process improvement requires a good knowledge base, and
incorporating the Chinese philosophies for Eastern culture countries will be
advantageous. This gap in knowledge set the scene and direction of the research and
outlines the future preparation of the thesis. The gaps in current thinking are:
• The lack of integration of Chinese philosophies into organisational
development towards world-class business excellence.
• The lack of understanding how Chinese values or thinking can assist
achievement of world-class business excellence.
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To summarise, the previous sections help to identify:
• Traditional approaches and methods in changing an organisation towards
business excellence are difficult.
• Use of computer technology such as an expert system will enhance the speed
of changes.
• Western quality gurus' philosophies on quality and management focus on
organisational culture, leadership and people. Incorporation of Chinese
philosophies from Confucius and Sun Tzu will enhance the knowledge base
through individual cultivation, ethics and business management strategies.
• Indicators of quality and business excellence performance such as those
drawn from the Deming's Award, Malcolm Baldrige National Quality Award
or European Quality Award for business excellence model are used to assess
by organisations desiring to enter continuous improvement processes.
1.2	 Aim and Objectives of the Research
1.2.1 Aim of the Research
The aim of this research is to determine the impact of applying Chinese philosophies
to organisational change that helps achieve world-class business excellence in Hong
Kong organisations.
1.2.2 Objectives of the Research
a) Description of Objectives
There are a number of objectives under this research project:
• Review the philosophies of the quality gurus, total quality management
principles and detail elements of the ISO 9000 quality management system.
• Review the quality management improvement tools, in particular the quality
function deployment (QFD) methodology for quality management and
business management strategic planning.
• Understand the meaning of world-class business excellence by reviewing the
quality awards, in particular the Malcolm Baldrige National Quality Award
and the European Quality Award for business excellence.
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• Devise an instrument or methodology that would help organisations that wish
to go for world-class business excellence programmes carrying out self-
assessment and identifying priorities of an improvement programme.
• Understand the philosophies of the Chinese philosopher Confucius and how
these relate to quality management and strategy as well as economic
influences.
• Understand the philosophies of Chinese philosopher Sun Tzu's The Art of
War and The Thirty-six Strategies and how these relate to business
management strategies.
• Identify the gaps in knowledge, which are the lacks of incorporation of
Chinese philosophies in the Western quality gurus' philosophies.
• Assist organisations in self-evaluation of their quality and business
management strategies using QFD methodology.
• Substantiate the hypotheses of the Eastern gurus in quality management and
business management strategic planning by surveys.
• Summarise the findings of the research and make further recommendations
for further research work.
b) Describe how the Objectives can be achieved
The objectives of the research can be achieved in the following chapters. In
Chapter 1, the scene of the research was set and presented. In Chapter 2, the
philosophies of the principal quality gurus, total quality management principles
and detail elements of the ISO 9000 quality management system were reviewed.
In Chapter 3, the QFD methodology in quality management and business
strategic planning was reviewed. In Chapter 4, the meaning of world-class
business excellence based on the Malcolm Baldrige National Quality Award and
the European Quality Award for business excellence model was discussed. In
Chapter 5, the philosophies of Chinese philosopher Confucius and how this
relates to quality management strategies were reviewed and discussed. In
Chapter 6, the philosophies of Chinese philosopher Sun Tzu's The Art of War
and The Thirty-six Strategies and how these relate to modern business and
management strategies were reviewed and discussed. In Chapter 7, the
evaluation of quality and business management strategies using QFD
Page 8
Chapter I	 Introduction
methodology was included. In Chapter 8, the questionnaire design
methodologies and bases of questions were discussed. Questionnaires so
designed would help to substantiate the hypotheses of Eastern gurus'
philosophies for quality management and business management strategies. In
Chapter 9, summaries of the surveys' findings were consolidated and presented.
These surveys' findings were used to demonstrate the impact of incorporating
Chinese philosophies in Hong Kong business improvement programmes. In
Chapter 10, based on the surveys' findings, conclusions of the research were
made. In Chapter 11, recommendations for further work were suggested. That
included the development of a business management and strategy expert system
based on the new knowledge-base, the research on the Christian virtues and
characters for Western countries for strategic total quality management in
contrast to employ Confucius' philosophies for the East Asian Neo-Confucian
countries.
1.3	 Contributions of Research
1.3.1 Contributions to Knowledge
The aim of this research is to determine the impact of applying Chinese philosophies
to organisational change that helps achieve world-class business excellence in
companies. This research looks into some very old solutions and provides answers
that have existed for thousands of years. A lot of today's competitive improvements
are the rediscoveries of the ancient sayings and philosophies as well as the way of
strategies. These ancient philosophies and strategies are the art and science of
managing organisations in a competitive environment to achieve world-class
business excellence.
Achieving Global Total Quality Management Strategies (GTQMS) employing both
Western quality gurus' and Eastern guru Confucius' philosophies adds a new
dimension to Strategic Total Quality Management (STQM). On the other hand,
evaluations of business excellence strategies by employing Sun Tzu's philosophies
for business management strategic planning was also devised.
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1.3.2 Contributions to the Development of Expert System on Quality
Management and Business Strategies
An expert system on quality management and business strategies incorporating
Chinese philosophies together with an appropriate knowledge database is undergoing
development in parallel with the research project.
The system so developed make use of the knowledge of the system providing
recommendations to its users as to what quality management remedial actions;
quality strategic plans or business management strategies should be taken. The
user's quality or specific management problems were initially identified. The system
also assists the users to achieve continuous improvement to world-class business
performance level by using different quality management tools and techniques,
gurus' philosophies and different business management strategies.
1.4	 Research Methodologies and Organisation of the Thesis
As has been described in the aims and objectives section, it is essential to identify the
gaps in the knowledge that exist in Western philosophies on total quality
management and business strategies.
The current understanding and applications of ISO 9000 quality management system
and total quality management philosophies in Hong Kong were reviewed through
questionnaire to assess the current status of the quality management situation in the
region.
Five surveys with properly designed questionnaires based on the research of the
philosophies were conducted. Target organisations or groups of people were
carefully selected. In some surveys two groups from different populations were
drawn for statistical comparison of significant differences. Statistical analysis
methods were used to assist survey analysis and reporting. All detail computations
were carried out on the computerised statistical SAS package.
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In Hong Kong, most of the ISO 9000 certified companies are registered under the
Hong Kong Quality Assurance Association (HKQAA) agency who publishes a
buyer's guide of these companies regularly. A mailing list published quarterly by
the agency is then very up-to-date and meets the objectives of the surveys. The
surveys' questionnaires were then sent to those ISO 9000 registered companies that
addressed to appropriate management level personnel. Some of the returned
questionnaires had letters attached to them asking for future summaries of the
surveys, which is very encouraging.
The other target group of people was those who have been working in their
respective sectors for quite a number of years and their levels of education are sub-
degree levels. A typical example is the technical or engineering people who have
had a number of years of experience in industries at supervisory level.
This thesis is written and presented with the view of giving a clear understanding of
the research methodologies used and setting a clear scene to the readers the aims and
objectives of the research project. This project involves good understanding of the
philosophies of the TQM as well as Chinese philosophers Confucius, Sun Tzu and
the understandings of the Thirty-six Strategies. To facilitate the better understanding
of these philosophies, where possible flow-charts and tables consolidating the
essential points of the philosophies were used.
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Chapter 2 Understanding of the ISO 9000 Quality Management System, Total
Quality Management System and Philosophies of the Principal
Quality Gurus
2.1	 ISO 9000 Quality Management System
2.1.1 Introduction to Quality and Quality Management
The quality standard published by the American Society for Quality Control defined
quality as the totality of features and characteristics of products or services that bear
on their abilities to satisfy implied or stated needs. Stated needs are determined by
the contract, whereas implied needs are a function of the market and must be
properly identified and defined. These needs involve safety, availability,
maintainability, reliability, usability, economics and environment. They are defined
by translating the features and characteristics for the manufacture of a product or
service to these specifications. Specifications are measurable and provide a
quantifiable and operational definition of quality. If the specifications do not satisfy
the customer needs, they should be changed. Needs usually change over time,
thereby requiring a periodic revaluation of specifications.
Quality management is introduced through the promotion of quality awareness,
enhancement of existing quality services and introduction of quality management
certification. Companies who decide to manage the quality of their operations also
face the problem of deciding which of the many philosophies for quality
management they should follow. Development of a quality system standard provides
a basis for both manufacturers and suppliers to assess the quality of their products,
incoming materials and other services.
2.1.2 Responsibility for Quality in an Organisation
Quality is not the responsibility of any one person or department; it is the job of
everybody. It includes the assembly-line workers, purchasing agents, engineers,
managers and top management of the organisation. The responsibility for quality
begins when marketing determines the customer's quality requirements and continues
until a satisfied customer receives the product. Quality control is the use of
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techniques and activities to achieve, sustain, and improve the quality of a product or
service.
All the planned or systematic actions necessary to provide adequate confidence that a
product or service will satisfy the given requirements for quality is called quality
assurance. It is a continuing evaluation of the adequacy and effectiveness of the
quality system with a view of initiating corrective actions where necessary. There is
a distinctive difference between quality control and quality assurance. Quality
control is involved with the activities of specification, design, production,
installation, inspection, and review of usage. Quality assurance is involved with
these activities as well as the entire quality system.
The responsibility for quality is delegated to various departments with the authority
to make quality decisions, such as decisions on cost, scrap rate, or level of non-
conformance of products, are included. The departments responsible for quality
control include marketing, product engineering and design, purchasing, engineering,
manufacturing, inspection and test, packaging and shipping, and product service.
2.1.3 ISO 9000 Series Quality Management System and Detail Elements
ISO 9000 is a series of international standards for quality systems. They were
developed by the International Organisation for Standardisation (ISO) and its
objective is to promote the development of standards, testing and certification in
order to encourage the trade of goods and service. It may also be applicable to other
business sectors regardless of their organisation size, product type or service. These
standards specify requirements and recommendations for the design and assessment
of quality management system, the purpose of which is to ensure that suppliers
provide services and produce products that satisfy the specified requirements.
Ultimately the standards provide the basis for a company to achieve quality system
registration. Achieving registration does not guarantee defect-free products and
services; however, it does demonstrate that a company has a system in place for
effecting and improving quality with a distinctive competitive advantage. ISO 9000
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is not a revolutionary international quality standard but is evolutionary. It evolves
from existing and widely used quality standards.
ISO 9000 can be traced back to the initial military quality standard developed in
1963. It evolved as well from the NATO quality standard, and the British quality
standard, BS 5750. By the late 1970's, several European countries had developed
quality standards that followed the NATO model. The British Standards Institute
published their national quality standard BS 5750 in 1979. Anticipating the
importance of a shrinking global marketplace, the need for across-border
transparency and harmonised global quality standards, ISO formed a technical
committee to develop an international series of quality standards. The committee
gathered representatives from various ISO member nations to identify and develop
quality criteria that would be acceptable and useful by all countries. The task was
not to develop a national quality prize like the Malcolm Baldrige National Quality
Award in United States, which signifies world-class quality by high-scoring
companies, the goal was to develop a sufficiently high hurdle that most companies
could exceed. It was almost a lowest common denominator of existing quality
standards and one that would provide customer assurance of product quality.
The International Standards in ISO 9000 series is a quality assurance standard,
consisting of ISO 9000, 9001, 9002, 9003 and 9004 (ISO 9000 series, 1994); it was
issued and published in 1987. Since the publication of these five standards, they
have been adopted as national standards in most of the countries. They have become
the basis of quality system requirements for product conformity assessment in the
global marketplace. These standards are based on the idea that certain minimum
characteristics of quality management system could be usefully standardised, giving
mutual benefit to suppliers and customers alike. This ISO 9000 series consists of
independent quality system standards dealing with quality that can be used for
external quality assurance and internal quality management purposes. These are the
generic standards containing the minimum requirements for establishing and
maintaining a documented quality system to keep the confidence of customers that
the intended products or services will meet their requirements.
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ISO 9001 is the most comprehensive standard including all activities at all stages,
namely design, development, production, installation and services. It is emphasised
that the quality system requirements specified in ISO 9002 and ISO 9003 are
complementary to the technical specified requirements. It is intended that these
International Standards will normally be adopted in their present form, but on
occasions they may need to be tailored for specified contractual situations. ISO 9000
series provides guidance on such tailoring as well as selection of the appropriate
quality assurance model.
From the beginning of its publication, the adoption of the standards was well
received. The European Community ruled that anyone doing business with them
requires ISO 9000 certification. Most other countries like USA, Canada and Japan
followed. The number of organisations receiving ISO 9000 certification increases
tremendously. The standards provide some good models of quality management
systems; third party audit and registration systems are established in most of the
countries to provide a mechanism for contractual assurance of a good quality
management system required by the customers.
These International Standards specify quality system requirements for use where a
contract between two parties requires the demonstration of a supplier's capability to
design and supply product. The requirements specified in the International
Standards are aimed primarily at preventing nonconformity at all stages from design
through to service.
As mentioned by Tummala et al. (Tummala et al., 1994), conformance is the corner
stone of the ISO 9001 standard. Management must always establish and maintain an
effective documented quality system to provide confidence to customers in
producing goods and services that satisfy the specific requirements. Proper
corrective actions are required in investigating the root causes of nonconformity by
analysis of the procedures, system, work instructions, customer feedback to find a
solution to prevent reoccurrence.
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The ISO Standards address some 20 areas of business activity, and encompass most
aspects of the manufacturing enterprise, from product design, through production, to
field service and support.
The detail elements of ISO 9001 quality standards are:
1. Management Responsibility
2. Quality System
3. Contract Review
4. Design Control
5. Document and Data Control
6. Purchasing
7. Control of Customer-supplied Product
8. Product Identification and Traceability
9. Process Control
10. Inspection and Testing
11. Control of Inspection, Measuring and Test Equipment
12. Inspection and Test Status
13. Control of Non-conforming Product
14. Corrective and Preventive Action
15. Handling, Storage, Packaging, Preservation and Delivery
16. Control of Quality Records
17. Internal Quality Audits
18. Training
19. Servicing
20. Statistical Techniques
Liebesman (Liebesman, 1993), Bradley (Bradley, 1994) and Tummala et al.
(Tummala et al., 1994) presented various frameworks and core concepts of the ISO
9001 quality standards that help to establish and maintain a proper documented
quality system.
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2.2 Total Quality Management System
2.2.1 Introduction
In the 1920's, the concept of quality management was used assisting industrial
development in the United States. At that time, quality control was intended simply
to control and to limit the number of defective items created during industrial
processes; then, numerous refinements occurred. Shewhart, Deming, Juran,
Feigenbaum, Crosby and others indicated that better ways to approach the quality
control concept existed. The effective management philosophy was focused on
actions to prevent a defective product from ever being created, rather than simply
screening it out.
Shewhart applied statistics to industrial processes in the World War I era, using
statistical process management methods that could provide an early warning and
allowed the process to be adjusted prior to producing a defective product. Deming
and Juran, based on Shewhart's concept of using statistics to control processes,
limited variation and thereby improved quality. Deming's quality management
philosophies were developed in the years prior to World War II. Deming believed
that responsibility for quality should be shared by everyone in an organisation.
Then, MacArthur brought Deming to Japan to serve as a management consultant to
the Japanese as they rebuilt their industrial base. The Japanese made additional
contributions to the Total Quality Management (TQM) philosophy, mostly in the
areas of variability reduction, problem solving, teamwork and defining and satisfying
customer expectations. Taguchi and Ishikawa contributed heavily to these
disciplines.
The TQM concept was developed under the guidance and teachings of Feigenbaum,
Deming, Juran and others. Crosby later promoted the 'Zero Defects' concept,
emphasising adherence to requirements and employee motivation. All these persons
contributed to what is known as TQM that has continued to emerge as a predominant
management philosophy.
TQM emerged as a new management style and philosophy in 1990's, which helps to
improve the business effectiveness, flexibility, competitiveness as well as ways that
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things are being done. TQM emphasises the proper use of resources, application of
quantitative and analytical tools and techniques for improving the materials,
processes and services received and provided by a company. One of the major TQM
goals of a company is to satisfy the needs of the customer now and in the future.
TQM also helps to identify, understand and review the requirements of customers
and satisfy these requirements.
TQM is a continuous improvement process that integrates different management
skills and quality improvement tools making use of the Deming wheel (Plan, Do,
Check and Act) for improvement. In Deming's wheel the 'plan' defines the process
that ensures documentation and sets measurable objectives against it. The 'do'
executes the process and collects the information required. The 'check' analyses the
information in a suitable format. The 'act' obtains corrective action using TQM
techniques and methods and assesses future plans. At the end of each cycle the
process is either standardised or adjusted based on the analysis and the cycle then
continues (Kanji et al., 1993).
TQM addresses the quality of management and the management of quality. It
involves everyone in an organisation to develop processes that are customer-
oriented, flexible and constantly improving in quality. TQM is a means through
which an organisation creates and maintains a culture committed to continuous
improvement. Under TQM, an organisation will create a positive and dynamic
working environment and teamwork. All employees focus their efforts to better
understand and meet internal and external customer needs, thereby, continuously
increasing customer satisfaction.
TQM philosophy provides a comprehensive way to improve the organisation's
performance and quality by examining each process through which work is done in a
systematic, integrated, consistent manner. It includes understanding the idea of
variation and its implications for process improvement. TQM addresses all forms of
work and applies equally to every person in the organisation, including top
management, sales, engineers, departmental managers, designers and production
workers.
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2.2.2 Understanding of Total Quality Management
There are many definitions of TQM published; Mann et al. (Mann et al., 1994)
present TQM as:
• A strategic approach with the objective of producing the best product and
service as possible through constant innovation.
• A way of managing the effectiveness, flexibility and competitiveness of
business as a whole.
• A system of activities to ensure products and services of the quality required
by the customers are produced and delivered economically.
• One that embraces the whole cycle of customer satisfaction from the
interpretation of the requirements prior to the ordering stage, through to the
supply of a product or service at an economical price and on to the perception
of the product after that has been used over a period of tinie.
• An approach for continuously improving the quality of goods and services
delivered through the participation of all levels and functions of the
organisation.
TQM is a management philosophy that builds a customer-driven learning
organisation dedicated to total customer satisfaction with continuous improvement in
the effectiveness and efficiency of the organisation and its processes. According to
Corrigan (Corrigan, 1994), TQM resembles a house that requires continual care and
upkeep to remain viable. Therefore, a 'house of TQM' is one in which each function
continuously improves the effectiveness and efficiency of its processes, based on
customers' needs and expectations. Each function works to improve the key work or
business processes that move toward the goal of achieving world-class performance.
2.2.3 Components of Total Quality Management
There are a number of key elements that help an organisation produce a TQM
environment: (Mann et al., 1994)
• a strong framework to retain order and control
• the continuous striving for improvement
• the adaptability to change to ensure the organisation responds to customer
requirements
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A supplier or customer relationship is forged whenever a business purchases goods
or services from another and each time a person asks another to undertake an
activity. There are two main categories of customers, internal and external
customers. In a large business, there is a great interaction between internal and
external customers. Each of these customers may influence the decision to purchase
goods or services. It is important to understand the requirements of all the groups
within the customer's organisation who influence purchasing decision.
An effective quality management system is a key building block for TQM. It
describes a controlled, documented system of procedures, designed to ensure that
only conforming products or services are released to customers. An effective quality
management system should ensure that the activities of the business are controlled
and documented. This enables everyone to know what he or she is doing and how to
do it. Consequently, inefficiencies and waste may be targeted and eliminated. A
quality management system focuses on continuous quality improvement of various
activities:
a) Management commitment
Having recognised the need for quality improvement, the first objective is to
secure management commitment to the new company culture, focusing on
preventing errors, rather than fixing them once they have arisen. It is necessary
to gain the support and commitment of the entire work force. The attitudes and
actions of employees are generally determined by what they believe management
wants of them. It is therefore essential that management define clearly and
unambiguously its requirements in relation to quality.
b) Employee involvement
Employees are a company's most valuable resource. They are empowered to
make decisions, pursue ideas and take risks so that they can experience pride of
workmanship and independence. Therefore, employees at all levels are
empowered to improve outputs by coming together in new and flexible work
structures to solve problems, improve processes and satisfy customers. Besides,
the more people understand the business, the greater the role they can play in the
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quality management process. People must be encouraged to manage and
improve the process within their ability and responsibility.
c) Education and training
Quality is based on the skills of every employee and their understanding of what
is required. Education and training of all employees provides the information
they need on the mission, vision, direction and strategy of the organisation and
also the skills they need to secure quality improvement and resolve problems.
Hence, the company should provide the right level of education and training to
employees to ensure that they have a general awareness of which quality
management concepts, skills and attitudes are appropriate and suited to the
continuous improvement philosophy. Additional training on benchmarking,
statistics, and other techniques is required to pursue and achieve complete
customer satisfaction.
d) Teamwork
Teamwork can provide an opportunity for people working together in pursuit of
TQM in ways that they have not worked together before. By bringing people
together in teams with a common goal, quality improvement becomes easier by
better communication within departments. Teamwork can provide a focus for a
group of people looking at cross-functional problems and solving them, thus
allowing them to identify and adopt new ways of doing things. This can be very
effective, making significant changes part of TQM process and moving towards
inter-departmental teams to define and solve problems. The organisation will be
able to use the power of the team to suggest changes and then to implement the
changes in areas and at a pace that would previously have been impossible.
e) Measurement
Measurement enables management and employees to focus attention on areas of
weakness and monitor progress. Since all departments are involved in meeting
customer requirements and in generating and fixing errors, all departments
should be involved in the continuous improvement process, and all departments
need to introduce appropriate measures to enable performance to be monitored.
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Then, measurements can be used to highlight opportunities for improvement and
also to monitor the success of the continuous improvement process.
f) Error prevention
Prevention requires everyone within the company to believe that errors are not an
inevitable part of working life; that correct systems, training, equipment,
materials and personal attitudes, can prevent errors occurring. This belief is
summarised in the Zero Defects concept. The fundamental principle underlying
the Zero Defects concept is that it is possible to do all operations right at the first
time. Zero Defects does not mean that everything has to be gold plated or the
place has to be crawling with inspection. It simply means that everyone should
believe that it is possible to carry out activities without error. If errors are not
expected to occur and preventive actions are introduced to eliminate problems,
then errors will not happen. Therefore, a lasting and continuous improvement in
quality can be achieved only by directing organisational efforts towards
preventing problems occurring. A prevention-based system can improve product
and service quality and increase productivity by placing the emphasis on product
and process design and process control. Quality is created in the design stage
and not in the control stage; the majority of quality-related problems are caused
by poor or improper designs. In the prevention approach, there is recognition of
the process as defined by its input of people, machines, materials, method,
management and environment. (Dale, 1993)
g) Communications
Communication among management, employees, customers and suppliers is vital
to all business. A simple but effective company-wide communication network is
essential for building trust throughout the layers of an organisation. Vision,
purpose and goals must be shared with all employees; free-flowing
communication without fear is critical. (Nadkarni, 1995)
h) Recognition
Most employees want to get more out of a job than just their wages or salary.
Job satisfaction and whether they feel their efforts are appreciated, can be just as
Page 22
Chapter 2
	 Understanding of the ISO 9000 Quality Management System, Total Quality
Management System and Philosophies of the Principal Quality Gurus
important. The recognition system increases the involvement of all employees in
their work, and gives them say in how their job can be done more effectively.
This system can have a significant contribution to quality improvement.
In summary, management commitment and employee involvement is essential from
the early stages for implementing TQM. The TQM programmes employ teamwork
to facilitate improved communication and problem solving. Some quality
management tools such as total quality control (TQC) and the Zero Defects
approach, should be studied to achieve quality.
In order to develop quality as a strategic issue, a new definition of quality, which
takes account of its emergent role as a competitive eapon centred on CIISWiffiel
needs, is needed. It is known that characteristics of the quality strategy of an
organisation can be divided into improvement, customers, facts, involvement and
commitment.
The quality strategies, which are essential for TQM, can be characterised as follows:
• excellence in all managerial, operational and administrative activities
• a culture of continuous quality improvement
• the creation of customer and supplier relationships
• involvement of all employees
• market-orientated organisational practices
In general, TQM can be used as a strategic variable, which helps an organisation to:
• understand what business to be in
• compete in that business
• develop short-term and long-term plans
• implement the process for continuous improvement
2.2.4 Implementation of Total Quality Management
A practical method of developing a TQM approach is to identify the basic problems
affecting the organisation's activities. This first stage of activities will not only serve
as a significant goal but also help to moderate necessary improvement of the
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organisation. In the current industrial environment, the implementation of the TQM
process is one of the most complex projects that a company can undertake because of
the need for all employees, including top management, to accept cultural change.
TQM requires and assumes that an effective quality assurance system exists and is
followed. Unfortunately, this is not always a valid assumption. Any organisation
starting a TQM effort should assess the adequacy of its underlying quality system. It
becomes a baseline from which to start quality improvement activities. Using an
ISO 9000 standard for this assessment would provide excellent measurement criteria
and a structured approach to periodic evaluation of the quality system. ISO 9000
starts the ball rolling but it is necessary to keep it going to reach TQM. TQM helps
to streamline things from start to finish. The TQM effort will continuously force
change in the quality system. This advantage could become a long-term critical
success factor.
The process of implementing TQM in an organisation can be developed in the
following four stages: - (Kanji et al., 1993)
Identification and preparation
• identifying and collecting information about the organisation in the prime
areas where improvement will have most impact on the organisation's
performance
• preparing the detailed basic work for the improvement of all the
organisation's activities
Management understanding and commitment
• making sure that the management understands the objective and methodology
of TQM and are prepared to adopt them all the time
Scheme for improvement
• identifying and resolving quality issues by involving all management and
supervision in a proper scheme of training and communication
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New initiative, new target and critical examination
• starting new initiatives with new targets and taking the complete
improvement process to everyone, indicating supplier and customer links in
the quality chain
• obtaining information about progress and consolidating success
There is no model built for TQM implementation. Many companies start to
implement ISO 9000 standard first. This is because the initial investment for
implementing an ISO system is lower than that for implementing TQM and the time
frame is much shorter. To implement an ISO system takes months rather than years
for TQM. The ISO system is the building block for TQM. It first improves
operational efficiency and the consistency of a company's products and services.
This approach provides a company with a strong quality assurance foundation from
which TQM efforts can be built (Bradley, 1994).
The key factors for TQM implementation includes (Drensek et al., 1995):
• Visible and active commitment from top leadership is essential to success
• Top leadership commitment must be used to rally middle management
• The process must be led by management without the option of opting out
• The process must be understood and accepted by management before
employees are involved
• Involve employees because, as a rule, they should be involved
• Substantial inflow of resources
• Effective measurement techniques
The implementation of TQM is very much based on general understanding and
common sense. The challenge of this depends heavily on the morale and physical
will of the organisation to carry it through. A TQM philosophy must be driven
throughout the entire organisation, as it requires major change in the way companies
operate. The common barriers to implementation of TQM are (Corrigan, 1995):
• Lack of constancy of purpose
• Lack of a structured strategy
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• Lack of employee understanding and involvement
• Lack of proper training
• Lack of adequate leadership
2.2.5 Importance of TQM and Benefits
The driving force for companies to develop and adopt a TQM programme is
commercial. It has been said that in an organisation quality is meeting the needs of
their customers. In the marketplace, quality is meeting those looks for better
products or service at a lower cost. However, the implementation of TQM principles
in an organisation would lead to expanding market share, increased revenues, high
staff morale, high employee involvement etc., (Caldwell et al., 1994).
The benefits of TQM implementation include (Goh & Ridgqay, 1994):
• Increased revenue
• High staff morale
• Increased the focus on the needs of customers
• Having more advanced ability to compete in the world market
• Adequate training provided to give better knowledge of jobs and quality
systems
• Reduction in cross-functional barriers.
• Increased customer awareness
• Involvement in company
• Improving efficiency and productivity
• Increasing reliability of products or services
• Enhanced relationships with suppliers
2.3	 Philosophies of Principal Quality Gurus
As mentioned in Chapter 1, most quality management theories can be traced back to
the ideas and philosophies of a group of quality gurus because they form a corner
stone of quality management theory and culture. A brief review of the philosophies
of these leading gurus is presented below:
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2.3.1 Dr. W. Edwards Deming
About 40 years ago, Dr. W. Edwards Deming started a revolution of improvement
with a simple theory: "Business survival is dependent on an unbending commitment
to continuing quality improvement" (Deming, 1982). He further urged top
management to change and constantly innovate and commit resources to support
innovation and continuous improvement (Deming, 1986). Today, it is essential that
companies will have the wish to establish the critical linkage between Dr. Deming's
theory and a literal cultural transformation. The transformation is based on the
understanding that quality alone can simultaneously lower cost, increase customer
satisfaction and ensure survival in the face of mounting global competition.
Deming is the most renowned quality guru. He stated: "Everyone doing his best is
not the answer. It is necessary that people know what to do. Drastic changes are
required. The responsibility for changes rests on management." Thus, Deming put
the responsibility for continuous improvement of products and services to meet
customer needs and to stay ahead of competition on management. Deming's major
philosophy is that quality improvement is achieved through the statistical control of
all processes (not just those involved with the product) and the reduction in
variability of these processes. He emphasises that this can only happen if
management allows it to happen by encouraging employee participation and if
employees are able to contribute through understanding processes and how they can
be improved.
Deming suggested to Japanese industries the use of statistical information systems to
obtain solutions. He reckoned that most industries try to get things done but never
make use of the information for better process improvement, tracing the errors back
to their sources for better quality improvement.
Deming spent 30 years contributing to and leading the Japanese economy out of the
devastation of the war to become the dominant industrial power of the 1980's. He
was, and still is, a national hero in Japan. The most prestigious national quality
award is still the Deming Prize.
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Deming had proposed fourteen points to guide an organisation's transformation to
total quality. His philosophy is as much about quality management style and
leadership as about the practices of quality itself. Through his fourteen points of
management obligations and management commitment, he removed the major
roadblocks to quality improvement and eventually to total quality management.
Deming's fourteen points of quality management are:
Deming's fourteen points
1. Create constancy of purpose to improve product and service.
2. Adopt new philosophy. Management must accept responsibility and lead.
3. Cease dependence on inspection; build quality into the product.
4. End the awarding of business on price. Instead minimise total cost of service.
5. Improve constantly and forever the system of production and service.
6. Institute training on the job.
7. Institute leadership and supervision of workers.
8. Drive out fear to improve the effectiveness of all employees.
9. Break down barriers between departments, all departments must work
together to achieve results.
10. Eliminate slogans, exhortations and numerical targets.
11. Eliminate quotas or work standards and management by objectives or
numerical goals.
12. Remove barriers that rob people of their right to pride of workmanship.
13. Institute a vigorous education and self-improvement program.
14. Put everyone in the company to work to accomplish the change in how the
company works.
Deming's deadly diseases 
1. A lack of constancy of purpose.
2. Emphasis on short-term goals.
3. Evaluation of performance, merit rating or annual review.
4. Mobility of management.
5. Management only by the use of visible figures with no consideration for
unknown figures.
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2.3.2 Dr. Joseph M. Juran
Dr. Joseph M. Juran presented his quality management seminar in Japan in 1954. He
emphasised that quality control is an integral part of management control. He
reiterated that quality control is a tool for management that ensures the establishment
of total quality control.
Juran advocated an impressive managerial process for top management that is called
the Juran Trilogy: quality planning, quality control and quality improvement that can
be used effectively for managing of quality (Juran, 1989). The whole process begins
with quality planning, that is, design for quality, meeting the needs of customers. It
then goes further in developing processes responding to these needs. He then
emphasised the significance of quality improvement by introducing the concept of
cost of poor quality. Quality improvement should be aimed at reducing continuously
the costs of poor quality. He believes that the quality improvement is to reduce the
defects to zero and hence reduce all the waste. Thus quality of the products and
services would be improved (Juran, 1989).
Juran recommended ten steps to quality improvement for an organisation for self-
improvement in order to meet their current and future needs.
Juran's ten steps to quality improvement
1. Ensure all employees are aware of the need for quality improvement. This
requires management leadership.
2. Set specific goals for the continuous improvement of quality in all activities.
3. Establish an organisation to ensure goals are set and a process for achieving
them is established.
4. Ensure all employees are trained to understand their role in quality
improvement.
5. Ensure problems preventing quality improvement are eliminated by setting
up problem-solving project teams.
6. Ensure quality improvement progress is monitored.
7. Ensure outstanding contributions to quality improvement are recognised.
8. Ensure progress and outstanding contributions are publicised.
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9. Measure all processes and improvements.
10. Make sure the continuous improvement of quality and the setting of new
quality goals is incorporated into the management systems of the
organisation. Make sure rewards are based on the results achieved.
Juran emphasised quality is `fitness for use', that should be different from both
user's and manufacturer's view points. He stressed the requirements for
improvement through training and hands-on leadership by top management. Since
the early 1950's the very high profile of quality in Japan has contributed directly to
the nation's success in exporting high quality goods world-wide.
2.3.3 Dr. Philip B. Crosby
Dr. Philip B. Crosby stated that effective quality management must be practical and
achievable and must start at the top (Crosby, 1989). He defined quality as
'conformance to requirements'; any products or services consistently produced
meeting the original design specifications are of high quality. He emphasised the
management of cultural change of an organisation for quality improvement: doing
things rights the first time, defect prevention over detection, organisation-wide
involvement to develop quality improvement strategies. He also stated that zero
defects should be the management goals, if quality is improved, then the total costs
will fall, which lead to his famous claim that "Quality is free" (Tummula et al.,
1994).
Crosby uses a disciplined and highly structured approach that is not solely product-
oriented, but is based entirely on 'prevention' and is readily applicable to any
enterprise. With his concept of quality management, Crosby provides a well-defined
road map for attaining a new management commitment and culture program. A well-
structured approach, which demonstrates how the culture can be changed and a
person improved, is provided by the fourteen steps quality improvement process
(Crosby, 1989). Because of his focus on changing the management culture, Crosby's
approach is clearly a top-down process (Smith et al., 1995).
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Crosby recommended fourteen steps that any organisation can follow to achieve
continuous quality improvement.
Crosby's fourteen steps 
1. Management commitment.
2. Quality improvement team to pilot the improvement process.
3. Measurement of quality throughout the organisation.
4. Cost of quality analysis throughout the organisation.
5. Quality awareness of all employees.
6. Corrective action implementation.
7. Zero Defects program planning to plan the commitment to Zero Defects.
8. Employee education.
9. Zero Defects day to make the Zero Defects commitment.
10. Goal setting to target improvements.
11. Error-cause removal to highlight and fix problems causing non-conformance.
12. Recognition of those who make an outstanding contribution.
13. Quality councils to co-ordinate improvement and share ideas across sites or
divisions.
14. Do it all over again.
2.3.4 Dr. Armand V. Feigenbaum
Dr. Armand V. Feigenbaum believes that for quality programs to be maintained and
progressed, they must comprise a systematic group of quality disciplines. He started
introducing total quality control (TQC), in the 1950's by integrating the quality
deployment, quality maintenance, and quality improvement efforts of the
organisations to enable different groups of people at the most economical levels that
will meet customer satisfaction.
Thus, according to him, quality control is considered as a business method rather
than technical and he believes that quality has become the single most important
force leading to organisational success and growth. TQC requires effective ways to
integrate the efforts of large numbers of people, with large numbers of machines and
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large quantities of information (Tummula et al., 1994). Feigenbaum recommended
some steps to meet fully customer satisfaction.
Feigenbaum's core concepts of quality management are:
Feigenbaum's steps 
1. Quality leadership
2. Company-wide introduction
3. Continuous motivation
4. Education
5. Measurement
2.3.5 Dr. Kaoru Ishikawa
Dr. Kaoru Ishikawa has further intensified the concept of TQC in advancing the
Japanese approach to total quality control. His methodology includes the
involvement of all employees in all stages of decision making; the use of quality
circles for problem solving and extensive use of statistics and quality control at all
stages. He has long been considered one of the foremost authorities on quality
control.
Ishikawa developed the 'seven quality tools' to solve the problems generated in
companies. The seven quality tools of Ishikawa are Pareto chart, Cause-effect
diagram, Histogram, Check sheet, Scatter diagram, Flow chart, Control chart.
Ishikawa's quality philosophy
1. Quality begins with education and ends with education
2. To know the needs of customers first
3. Inspection is no longer necessary
4. Remove the root cause and not the symptoms
5. Quality control is the responsibility of all workers and all divisions
6. Do not confuse the means with the objectives
7. Put quality first and set sights on long-term profits
8. Marketing is the entrance and exit of quality
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9. Top management must not show anger when facts are presented by
subordinates
10. Seven tools of quality control can be used to solve the problems
Ishikawa states fourteen points of difference between Japanese experience and
Western experience. Although Japan adopts ISO 9000 in the 1990's, they use their
quality methods. He shows how the Japanese management style has proved more
effective and successful than its Western counterparts.
Ishikawa's fourteen points of Japanese management styles are:
1. Professionalism Barrier
2. Vertical Social Structure
3. Labour Unions
4. Taylor Absenteeism
5. Class Consciousness
6. Motivation Reward
7. Lifetime Employment System
8. Writing System Culture
9. Communication
10. Education
11. Religion Attitudes
12. Subconscious-suppliers
13. Demography of Capital
14. Government Policy Stimulation
2.4	 Conclusion
Although quality gurus have different approaches in their TQM philosophies for
continuous improvement, their emphasis on applications and objectives are quite
similar. It relates to the continuous improvement of the work, by removing any
unwanted variations or improving the underlying work processes.
The ISO quality standards provide some good models of quality management
systems. Third party audit and registration systems are established in most of the
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countries to provide a mechanism for contractual assurance of a good quality
management system required by the customers. This provides a requirement for
quality management. Although the system in place does not necessarily guarantee
that the products and services will meet the customers' requirement, it is perhaps
preferable to start Total Quality Management from ISO 9000.
The philosophies of the Western quality gurus on TQM are mainly focused on the
change of organisation culture, management commitment and policies, technological
changes, and customer satisfaction. There were many successful TQM stories being
reported. On the other hand, those unsuccessful cases always blame the difficulties
of getting organisation cultural change, poor management commitment and policies,
reluctance to accept changes such as new technology, etc. Most of these issues are
related to the people and system rather the techniques and technology. To get the
TQM issue off the ground, it would be more advantageous to seek changes from the
individual behaviours and attitudes within organisations. The next few Chapters will
discuss what and how TQM implementation is being effected in East Asian
countries, in particular Hong Kong.
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Chapter 3 Understanding of the use of Quality Function Deployment (QFD)
Methodology in Quality Management and Business Strategic
Planning
3.1	 Quality Improvement Framework and Quality Improvement Tools
Quality improvement activities can be treated as process improvement activities.
The process improvement framework suggested by Straker (Straker, 1995) provides
a general context in which the applications for quality improvement can be
identified. The process improvement framework is self-repeating; however, there
are several situations where stages of the framework may need to be self-repeated as
well. The basic stages of the quality improvement framework may be presented as:
1. Identify:	 Identify and select the quality process to be improved.
2. Define:
	
Resource projects, set the objectives and plan future stages.
3. Problem:	 Gain a detailed understanding of the quality process and
identify specific problems to be addressed.
4. Cause:	 Identify and verify the major cause of specific quality
problems.
5. Solution:	 Identify and verify alternative solutions to key causes.
6. Implement: Implement identified quality solution.
7. Review:	 Check on success of the quality project.
8. Follow-up: Action on findings of review, including standardisation of
success, following up on failures and identifying further
improvement.
This quality improvement framework is based on what is often called the PDCA
Deming Cycle originated by Shewart. The cycle is a process improvement where
incremental actions are measured and compared with the desired expectations. The
PDCA Cycle in the process improvement framework is having the Plan (Identify,
Define, Problem, Cause, Solution), Do (Implement), Check (Review) and Act
(Follow-up) cycle repeated and self-repeated at each of the stages for improvement.
Within this quality improvement framework, the activities of collecting, organising,
interpreting information in various forms appear very frequently, reflecting the
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general requirements of using whatever information and data available for decision
making and action. These activities are further expanded to identify activities for
any specific application of quality improvement tools.
A wide range of quality improvement tools and techniques are available to assist
management in the TQM implementation. These tools may help organisations to
improve performance in the following key areas: -
• Statistical Process Control for managing processes
• Benchmarking for achievement of world-class performance
• Quality Function Deployment for applying customer requirements to product
specification and design
• Taguchi Methods for monitoring and managing processes
• Problem Solving for elimination of problems
A number of quality improvement tools are selected for detail discussion. They are:
a) Statistical Process Control (SPC)
It is the use of statistical techniques such as control charts to analyse a
process. Based on the output, appropriate actions will be taken in order to
achieve and maintain a state of statistical control; thereby achieving the
improvement objectives.
b) Benchmarking
It is a method of evaluating one organisation's systems against those of
another organisation. Benchmarking helps to maintain awareness and to
gain knowledge of how the best systems operate.
c) Quality Function Deployment
It is a system for translating consumer requirements into appropriate
company requirements at every stage, from research, through product design
and development, to manufacture, distribution, installation and marketing,
sales and service. (ASI, 1987)
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d) Taguchi Methods
These methods are used for the process of quality improvement and depend
heavily on statistical concepts and tools; especially statistically designed
experiments are often used on 'robust design' projects.
e) Problem Solving
Its activities include methods such as the Pareto analysis, the Fishbone
diagram technique and the Plan-Do-Check-Act procedure. Problem solving
activities recognise problems, identify those of most concern and find a
solution. Individuals or teams can use these activities.
Quality tools can be classified as pictorial and non-pictorial tools, and numeric and
non-numeric tools. In selecting quality tools, it is essential to understand their
applications in depth for best choice and effective use of the tools. The first seven
tools for problem solving are quality programmes in general; they help organise
complex ideas and relationships between ideas and events. Some of the problem-
solving tools used in total quality programmes are Cause and effect analysis, Pareto
analysis, Check sheet, Scatter diagram, Process flow chart, Graphics histogram and
Control chart.
The second seven tools help people analyse data pertaining to events that have
already occurred. These tools help people understand the processes that shaped
those events and are especially useful for data analysis, cause and effect analysis, and
process management. They are the Relations diagram, Affinity diagram, Tree
diagram, Matrix diagram, Matrix data analysis chart, Process decision program
chart and Activity network. Besides, there are some other special tools like Taguchi
Techniques and Quality Function Deployment (QFD).
3.2	 Quality Function Deployment (QFD) Methodology for Product
Improvement
The earliest use of quality function deployment methodology or QFD can be traced
back to the Kobe shipyard, Mitsubishi Heavy Industries Ltd., of Japan in 1972. In
the 1990's, there were many successful examples from various industries (Halbleib
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et al., 1993) (Erikkson et al., 1993) (Hauser et al., 1988) (Stubbs et al., 1994) using
the QFD quality tool extensively. Their results were encouraging and impressive.
QFD is an engineering method for converting customer demands into quality
characteristics and for developing a product design by systematically deploying the
relationships of customer demands and product characteristics. The QFD
methodology is broken into numerous analytical steps, most of which are
documented as charts. It can best be understood as a three-step process: quality
design, detailed design and process deployment. It is the development of an
operating mechanism to transform customers' expectations into specific design and
manufacturing requirements (Straker, 1995).
QFD employs mathematical analysis using a series of matrices, which depend on
functional relationships, to arrive at the highest level of quality in producing a
product. Through the analyses of the various relationships of functional components,
one is able to quantify quality and establish priorities. It is also commonly known as
a process that provides structure to the development cycle and helps an organisation
plan for the effective use of the other technical tools to support and complement each
other and address priority issues. Also, it can pinpoint the areas of customer concern
where the specialised tools can have benefit. Actually, QFD is not just a tool but
also a planning process.
The term 'Quality Function Deployment' was translated by Kanji characters that the
Japanese used to describe the QFD process. It should be better defined as a
'customer-driven planning process'. It causes an organisation to stop developing
products and services based solely on its own impression of what was required and
to turn its attention to what customers require. QFD as defined by Dr. Yoji Akao as
(Mallon et al., 1993):
Converting the customers' demands into quality characteristics' and developing a
design quality for the finished product by systematically ,deploying the relationships
between the demands and the characteristics, starting with the quality of each
functional component and extending the deployment to the quality of each part and
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process. The overall quality of the product will be formed through this network of
relationships.
QFD integrates matrices and charts into a system to realise customer requirements,
functions, quality requirements, parts definition, break-through methods and
manufacturing methods. QFD uses matrices to identify and prioritise elements
relating to intersecting concepts of customer requirement or quality characteristics,
quality requirement/cost, function/reliability, and so forth.
QFD also shows all the information to the project that helps the organisation set the
target or determines the priority of action needed to be taken. Also, the matrix
compares the product or service with other competitive products or services so that
the organisation can make improvements in the previous stage of design. The main
goal of QFD is to increase customers' satisfaction by improving their own quality
and also by exciting the customer through innovation.
QFD helps an organisation plan for effective application of its quality tools by
directing the application toward issues of importance to customers. Organisations
should use the QFD process as one of their principal planning tools in their TQM
effort.
The selection of priority items for increased customer satisfaction provides a
company with a distinct product focus. These customer requirements that are
currently satisfactory to customers can be handled using existing procedures and
processes. Also, the QFD process causes the company to focus on customer
requirements that for which the products are not currently competitive. This
effective application tool should be combined with TQM.
The voice of customer is the input of the QFD process. The output of the QFD
process is the selection of key priority items to improve customer satisfaction
(Hunter et al., 1994). These items should be carefully explored. Tools of the TQM
concept should be used to study the product concepts and to provide assurance that
quality will be achieved. Statistical Process Control (SPC) should be used on these
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product concepts to sustain quality in production, thus assuring that the customers'
requirements have been met. Follow-up surveys should be conducted to help the
organisation measure the success of its QFD effort. The result can be used as
feedback information to strengthen subsequent efforts.
The voice of customer plays an important role in the QFD planning matrix.
Companies that decide to use the QFD process must first talk with and listen to their
customers to determine their requirements. The result of this experience is that the
company develops a deeper understanding of its customers' requirements. The new
products it brings to the market can be designed to satisfy these customer
requirements.
The purpose of QFD is in three parts: it allows people to get higher quality product
to market faster and at a lower cost. Secondly, it helps achieve customer driven
product design and thirdly it provides a tracking system for future design or process
improvements. While QFD was developed for use in manufacturing industry in the
US and then Europe, and is now widely used in the automobile industry, its use has
now extended into other industries, including the service sector.
In general manufacturing engineering and product design & engineering, QFD helps:
• Improve quality;
• Increase customer satisfaction;
• Improve company performance;
• Improve time to market;
• Lower costs in design and manufacture;
• Reduce design changes or problems;
• Improve product reliability;
• Reduce decision or planning time;
• Improve communication;
• Reduce warranty claims;
• Improve marketing opportunities;
• Improve decision-making;
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• Improve documentation;
• have a more customer-oriented work force; and
• Increase opportunity and profitability.
In the management aspects, QFD also helps:
• Identify and prioritise customer needs obtained from every possible source;
• Analyse the details of design and process improvement meeting the needs of
engineers;
• Stimulate continuous improvement;
• Encourage communication and build teamwork within an organisation;
• Reduce lead-time, optimise engineering resources and improve quality; and
• Build partnerships with customers' participation.
QFD maintains customer ideas and requirements throughout the process that in turn
leads to customer satisfaction. A further customer expectation is for the next
purchase to be a better product. However, this is identified at no extra cost. When
the satisfaction is not achieved, a competitor's product is likely to be chosen.
QFD is a powerful technique that enables companies to anticipate and prioritise
customer needs in their totality and to incorporate them effectively into the product
and service provided for the end-user (Wasserman, 1993).
The importance of QFD is to:
• provide a framework for up front planning and product development;
• use multi-functional teams to balance design and improve communication of
design decisions;
• promote teamwork; and
• translate the voice of the customers into product specifications and process
requirements.
There are different types of customers, each with their unique needs and wants -
internal, intermediate and external (Guinta et al., 1987). Internal customers are those
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who in the organisation are next in line to receive the product or services.
Intermediate customers are often distributors or middle persons. They buy the
product and sell it to retailers. External customers are the consumers of the product
or service.
The effects of the selected priority items drive the company to take action based on
the customers' requirements. There is an increase of focus on customers and an
increased awareness of what they want. Because of this focus, the process leads to
improved customer understanding and increased customer satisfaction.
3.3	 Quality Function Deployment Methodology in Quality Management
Levinson in his book "The Way of Strategy" (Levinson, 1996) shows the essences of
Deming's 14 points and their underlying themes. Out of the 14 Deming's points,
only 4 of them involve statistics or engineering methods. The others emphasis the
corporate culture, organisational structure, leadership, people (human resources), and
policies. Ishikawa's points on quality management have a strong emphasis on social
culture, social effect and impact as well as the national policy.
In this research project, in order to understand better the gurus' philosophies, QFD
methodology was used to compare the gurus' points with general TQM parameters
and the details are shown in Exhibit 3-1. The Exhibit brought out the following
points:
• The Quality Gurus' philosophies have a number of similarities and
differences. It was shown that the quality gurus' points are generally focused
on corporate culture, organisational structure, leadership, people (human
resources), policies and technology, and with less emphasis on social effect
and impact, social culture and national policy. Out of the nine TQM essential
parameters presented, the Exhibit shows that out of the 14 Deming's points, 9
of them are related to the corporate culture, 1 to organisational structure, 6 to
leadership, 2 to people, 2 to policies and 4 to technology and none to social
effect and impact, social culture and national policy. A similar pattern of
results was also arrived at for the other quality gurus on these nine TQM
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parameters, except for Ishikawa who has a strong emphasis on social effect
and impact, social culture and national policy.
• All gurus put emphasis on management responsibility and commitment,
people and the culture of organisation. Although different gurus have a
different emphasis on the TQM essential parameters, the top 5 parameters are
quite close to each other; leadership (21%), people (18%), corporate culture
(16%), policy (14%) and technology (13%). This result supports the fact that
for successful implementation of the TQM in an organisation, these five are
the main barriers.
Traditionally companies have operated on the basis of management by results, which
is a behavioural science. Typical management will establish objectives. Then the
objectives will be evaluated by measuring the performance and the results; that is
objective management. The top management is only interested in the end of quality
improvement, the results only. The methods, systems or resources needed to achieve
results are usually left to the ingenuity of the middle management or engineers.
Policy management, therefore, is a strategy to ensure results by focusing on the
means as opposed to measuring performance after the fact (Sullivan, 1988). Policy
management will take the form of a business plan to overlay existing systems and
transform management focus from results to the means of achieving the results.
Policy management is structured as a method to achieve company business or policy
objectives. The means to achieve becomes the primary focus and results measure
only how well policy management was carried out (Sullivan, 1988). Organisations
can apply QFD as a strategic planning tool (Maddux et al., 1991).
3.4	 Self-evaluation of the Requirements for the ISO 9000 Quality System in
Strategic Planning
Smith et al. (Smith et al., 1995) compare the requirements of the International
Quality Assurance System Standard ISO 9000 with the detail philosophies of the five
leading gurus: Crosby, Deming, Feigenbaum, Ishikawa and Juran. A quality
function deployment (QFD) methodology is used with the 20 elements of ISO 9000
identified as the 'A/hats' on the vertical axis, and the main points of the five gurus as
Page 43
Chapter 3	 Understanding of the use of Quality Function Deployment (QFD)
Methodology in Quality Management and Business Strategic Planning
the horizontal glows' axis. The relationships are studied in the body of the QFD
matrix. The roof of the 'house of quality' is used to analyse the correlation between
the philosophies of the gurus. Consideration is then given as to how the model
presented can be customised to allow companies using this approach to develop their
own total quality management strategic plan.
The QFD methodology used to demonstrate the relationships between the
requirements of ISO 9000 and the philosophies of the quality gurus were
investigated. The three factors that dictate how a total quality organisation is
perceived are people or culture, system and tools or techniques for quality
improvement. The ISO 9000 quality management system is to be the 'system' that
requires implementation, review, and assessment. The philosophy of the gurus is to
be the 'people or culture' that combines the company values, management style,
employee attitudes and reactions. The 'tool' being used is the QFD methodology
that helps decision making and strategy formulation. To meet individual
organisation's requirements, different rating or customisation is allowed catering for
the needs and differences in organisations.
The QFD methodology (Exhibit 3.2) comparing the requirements of the ISO 9000
with the gurus' points lead to the conclusion of objectivity (Smith et al., 1995):
• Not one of the five gurus covers all ISO requirements (All the Hows do not
fully satisfy the Whats)
• Not all the gurus' points are covered by the ISO Standard (Some of the Hows
are not necessary to satisfy the Whats)
• Some gurus' points are more related to the ISO requirement than the others
(Prioritise the Hows in relation with the Whats)
• The most important ISO requirements stressed by the gurus leading to
success of a quality business are identified (Identify or prioritise the essential
Whats in relation to the Hows)
The work of Smith et al. (Smith et al., 1995) has been modified incorporating
customised ratings on the ISO 9000 requirements. Exhibit 3-2 shows the evaluation
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of the detail elements of ISO 9000 quality system in strategic planning using QFD
methodology.
The Exhibit incorporates the author's customised ratings of the 20 detail elements
that are ranked from 1 to 10 points with a total of 100 points. Other organisations
may apply different ratings based on their perceptions of the relative importance of
the elements. The QFD methodology helps organisations implementing the ISO
9000 quality system and prioritises the relative importance of the twenty ISO 9000
elements. It is shown that out of the twenty detailed elements, management
responsibility, statistical techniques and training are the three most essential ones
that require special attention in both customised and non-customised situations.
Furthermore, the Exhibit also demonstrates that although the quality system in the
ISO system has been ranked the same as management responsibility, the relative
ranking out of the 20 elements has only stepped up by 2 positions from 6 to 4 when
comparing with customised situations. This result shows that the gurus' TQM
philosophies focus not only on the quality system in place but also on quality system
implementation and other considerations. The Exhibit also demonstrates that
different gurus' TQM philosophies have a different effect on ISO quality system
implementation.
Different organisations will have their own unique quality requirements and possible
customisation of the QFD model to suit their needs is therefore essential. Different
ratings on the ISO elements reflect different organisations' situation. Different
ratings can be used by different organisations to suit their internal needs. The model
presented will help management making their decisions prioritising resources for
further improvement with the quality gurus' philosophies as a means of goal setting
or reference. Decisions that have traditionally been based on qualitative judgement
can now be replaced by a systematic method with certain degree of objectivity.
3.5	 Total Quality Management Parameters Incorporating Dimension of
Culture
From Chapter 2, the main philosophies of the five major Western quality gurus had
been presented and discussed. Furthermore, as presented in the previous sections of
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the Chapter, total quality management philosophies of the five quality gurus had
been used in the QFD methodology, evaluating the ISO quality management
strategic plan of the companies.
Researchers in the process of implementing TQM in various organisations have
reported that one of the major barriers to overcome during the process is to change
the quality concept of the people and culture of the organisation. The TQM concepts
based on the Western gurus' thinking might not be totally accepted by those
organisations, in particular those in the East. Those countries in the East have a
historical background, history of economic development and economic structure that
are significantly different from the West.
Taking TQM implementation in Japan as an example, Ishikawa's TQM philosophy
has incorporated those essences of culture and national policy parameters etc., in
their TQM concept for implementation. The life-time employment philosophy in
Japanese organisations is one of the main TQM concepts of Ishikawa. This serves as
a good example to illustrate the difference of TQM concepts based on cultural
difference from the other gurus of the West. The TQM philosophy of Japan,
KAIZEN, and Neo-Confucian in the East that will be presented in Chapter 5
illustrate the link of culture to the economic phenomenon and their rapid economic
development. The success of KAIZEN philosophy to a certain extent bears a strong
relationship of management style to the Japanese culture; Bushido and Neo-
Confucian thinking. It is therefore beneficial to add a new dimension of TQM
philosophy to the Western gurus' TQM philosophies taking care of country
differences as well as cultural differences.
As illustrated in the previous Exhibit 3.1, the five quality gurus do have different
focus and emphases on TQM principles. The analysis did show some major
differences, in particular the social, culture and national policy consideration.
To bring in line the situation, after some further research and studies, a new TQM
model somehow similar, but which has consolidated the majority views of the gurus'
concepts, has been proposed. Since this TQM model comes from the Western
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quality gurus' philosophies, it is therefore conveniently called Western Quality
Gurus TQM Philosophy. As discussed in Chapter 2, some of the elements of the
model are the essential activities of a quality management system focused on
continuous quality improvement.
QFD methodology is again being used to compare (the Whats with the Hows) the
philosophies of the five quality gurus with the proposed Western Quality Gurus'
TQM Philosophy. The Exhibit 3.3 leads to the possible conclusions that:
• The 14 points of the Western quality gurus' TQM philosophy generally cover
existing Western quality gurus' philosophies.
• Ishikawa of Japan has the main contributions to the social effect, social
impact and social culture issues.
• Some quality gurus may not make any contributions to some of the elements.
• Management commitment is still the most common element among them all;
that is, a great emphasis is placed by nearly all gurus on this.
• Western quality gurus' TQM philosophy includes social issues, government
issues as the elements.
• Western quality gurus' TQM philosophy model is quite in line with the
criteria of the national Awards published lately incorporating social issues as
their criteria.
Therefore, in summarising, the Western Quality Gurus' TQM Philosophy consists
of:
1. Management commitment
2. Employee's involvement
3. Education and training
4. Customers' satisfaction
5. Performance measurement
6. Error prevention
7. Communication
8. Goals and target setting
9. Quality document system
10. Recognition
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11. External and social relationship
12. Continuous improvement
13. Social effect, impact and social culture
14. Government social policy
3.6	 Conclusion
a) Use of QFD methodology in the ISO 9000 quality management system planning
Quality function deployment (QFD) methodology has been proposed and used
with the 20 elements of ISO 9000 quality management system being identified as
the `Whats' on the vertical axis, and the main points of the five gurus as the
horizontal 'flows' axis. The relationships were studied in the body of the QFD
matrix. The methodology presented could incorporate different rankings on each
of the 20 ISO elements allowing customisation to meet individual companies'
requirements and emphases. This self-evaluation process helps an individual
company to prioritise the resources for subsequent improvement. It also helps to
identify those mismatches of company policies with the gurus' philosophies; thus
helping the companies prepare for total quality management.
b) Use of QFD methodology in total (pall°, management strategic planning
The methodology allows companies using this approach to develop their own
total quality management strategic plan. The requirements for TQM or criteria
for world-class excellence performance in business could be identified as the
`Whats' on the vertical axis, and the gurus' philosophies, if necessary
consolidated views of experts, as the horizontal 'flows' axis, for example, the
Western Quality Gurus' TQM Philosophies. Thus, this methodology will help
companies to develop their own total quality management strategic plan,
customising for their specific requirements and own situations.
c) Use of QFD methodology in the business and management strategic planning
This QFD methodology can also be extended to business and management
strategic planning besides the TQM strategic planning. The requirements for
business and management strategic planning can be identified as the ' Whats' on
the vertical axis, and the best practices and strategies or philosophies of
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renowned strategists could be identified as the horizontal `Hows' axis. Thus the
QFD matrix will give the relationships and priorities of the company's strategic
planning based on different company situations. The uses of QFD methodology
in total quality management strategic planning as well as business and
management strategic planning will be further discussed and presented in the
next few Chapters.
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Exhibit 3.1 Comparison of five leading quality gurus' philosophies with the
Strategic Total Quality Management (STQM) Essential Parameters
Strategic Total Quality Management Parameters
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Juran 1 Awareness of improvement 1 1 1 3
2 Set goals for improvement I 1 2
3 Organization for goals 1 1 2
4 Provide training 1 1 2
5 Problem solving project 1 1 1 3
6 Report on progress 1 1
7 Communicate result 1 1
8 Keep program record 1 1 2
9 Maintain momentum 1 1 2
10 Give recognition 1 1 2
Sub-total
%
3
15%
2
10%
6
30%
5
25%
2
10%
2
10%
0
0%
0
0%
0
0%
20
Ishikawa 1 Professional 1 1
2 Vertical social structure 1 1 2
3 Labour unions 1 1 1 3
4 Taylor absenteeism I 1 1 3
5 Class consciousness 1 1 2
6 Motivation reward 1 1 2
7 Life-time employment system 1 1 2
8 Writing system culture 1 1
9 Communications 1 1
10 Education 1 1 1 3
11 Relirnon attitude 1 1
12 Subconscious supplier 1 1 2
13 Demography of capita/ 1 1
14 Government policy stimulation 1 1
Sub-total
%
1
4%
1
4%
3
12%
4
15%
2
8%
1
4%
4
15%
8
31%
2
8%
26
Feigenbaum I Total quality system 1 1 1 1 ' 4
2 Control of actions 1 1 1 3
3 Commitment 1 1 1 3
4 Marketing people I
i5 Design 8c establish specirc-ation 1 1 2
6 Quality discipline 1 1 1 3
7 Program with customers 1 1 2
8 Integrate quality operations 1 1 1 3
Sub-total
%
3
14%
3
14%
3
14%
3
14%
4
19%
5
24%
0
0%
0
0%
0
0%
21
Deming 1 Constancy of purpose 1 1 1
2 Adopt of the new philosophy 1
3 Cease dependent on inspection 1 1 2
4 End low tender control 1 1 2
5 Improve evety procedures I 1
6 Institute training 1 1
7 Institute leadership 1 1 2
8 Drive out fear 1 1 2
9 Break down barrier 1 1 2
10 Eliminate slogans 1 1 2
11 Eliminate all numerical target 1 1 2
12 Pennit pride with ownership I I
13 Encourage education 1 1 2
14 Top management commitment 1 1 2
Sub-total
%
9
38%
1
4%
6
25%
2
8%
2
sy.
4
17%
0
0%
0
0%
0
0%
24
Crosby 1 Management commitment 1 1 2
2 Quality improvement team 1 1 1 3
3 Quality measurement 1 1 2
4 Cost of quality evaluation 1 1 2
5 Quality awareness 1 1 1 3
6 Corrective action 1 1 2
7 Zero defect planning 1 1 1 3
8 Quality education 1 1 2
9 Zero defect day 1 1 2
10 Goals setting 1 1 2
11 Error cause remedy 1 1 2
12 Recognition 1 1 1 3
13 Quality counsels 1 1 2
14 Do it all over again 1 1 2
Sub-total
%
4
13%
1
3%
8
25%
8
25%
7
22%
4
13%
0
0%
0
0%
0
0%
32
•
Total
%
20 8 26 22 17 16 4 8 2 123
16% 7% 21% 18% 14% 13% 3% 7% 2% , %
Top live ranking of Importance 3 	 1	 2	 4
	 5
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Exhibit 3.3 Comparison of five leading quality gurus' philosophies with the
Western Quality Gurus' TQM Philosophies
Western Quality Gurus' TQM Philosophies
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g
wan i Awareness o improvement 1 I i 1 1 6
2 Set goals for improvement I 1 1 33 Organization for goals 1 1 1 3
4 Provide training 1 1 25 Problem solving project 1 1 1 3
6 Report on progress 1 1 27 Communicate result 1 1 1 1 48 Keep program record 1 1 29 Maintain momentum 1 1 1 310 Give recognition 0- 1 2
30Sub-total 2 3 1 3 2 3 1 4 2 4 1 4 0 0
Lshikawa 1 Professional i	 1 1 1 . 4
2 Vertical social structure 1 1 2
3 Labour unions 1 1 1 1 4
4 Taylor absenteeism 1 1 2
5 Class consciousness 1 1 26 Motivation reward 1 1 1 1 4
7 Life-time employment system 1 1 1 38 Writing system culture 1 1 29 Communications 1 1
10 Education 1 1
11 Religion attitude 1 1 2
12 Subconscious supplier 1 1
13 Demography of capital 1 1 2
14 Government policy stimulahon 1 1
Sub-total 3	 3	 2	 1	 2	 1	 4	 2	 1	 1	 2	 1	 6	 2 31
Feigenbaum 1 Total quality system I 1 1 1 1 1 1 7
2 Control of actions 1 1 2
3 Commitment 1 1
4 Marketing people 1 1
5 Design & establish specification 1 16 Quality discipline 1 1 2
7 Program with customers 1 1 1 1 4
8 Integrate quality operations 1 1 1 3Sub-total 2	 2	 1	 2	 1	 2	 1	 1	 3	 1	 1	 4	 0	 0 21
Deming 1 Constancy o purpose I I I 3
2 Adopt of the new philosophy 1 1 1 3
3 Cease dependent on inspection 1 1 2
4 End low tender control 1 1
5 Improve every procedures 1 1 1 36 Institute training 1 1
7 Institute leadership 1 1
8 Drive out fear 1 1 2
9 Break down barrier 1 1 2
10 Eliminate slogans 1 1
11 Eliminate all numerical target 1 1 2
12 Permit pride with ownership 1 1 1 3
13 Encourage education 1 1 2
14 Top management commitment 1 I
128
2
Sub-total 4	 3	 3	 0	 3	 3	 2	 4	 1	 2	 1	 1	 0
Crosby I Management commitment I I 1 - 1 4
2 Quality improvement team 1 1 1 1 4
3 Quality measurement 1 1
4 Cost of quality evaluation 1 1 2
5 Quality awareness 1 1 1 3
6 Corrective action 1 1 2
7 Zero defect planning 1 1 2
8 Quality education 1 1 2
9 Z,ero defect day 1 1 3
10 Goals setting I 1
11 Error cause remedy I
—
1 1 — 3
12 Recognition 1 1 2
13 Quality counsels 1 1 1 1 4
14 Do it all over again 1 I 1 1 4
Sub-total 4	 3	 3	 3	 5	 4	 1	 3	 3	 1	 0	 7	 0	 0 37
Total 15 14 10 9 13 13 9 14 — 10 9 5 17 6 3 147
10.2 9.5 6.8 6.1 8.8 8.8 6.1 9.5 6.8 6.1 3.4 11.6 4.1 2.0 %
Top five ranking of importance	 2 4	 5	 5	 3	 1
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Chapter 4 Understanding of the Meaning of World-Class Business
Excellence
4.1	 Measurement of World-class Business Performance
4.1.1 Performance Measure and Strategy
It is generally believed that the goal of companies is to make money now and in the
future. How do companies set their business goal? How do companies measure
business performance? What company strategy should be adopted in order to meet
the long-term survival of a company, both long term and short term strategy and
plan? What internal and external factors should companies consider that might
influence the company strategies for world-class excellent business performance?
Answers to these questions are varying depending on the companies' strategy and
performance measures.
The effects of setting goals when performing a task were found to be higher in
specific and challenging goals than the easy goals, "do your best" or "no goals"
(Locke et al., 1981). Locke et al. cited and quoted, 'goals affect performance by
directing attention, mobilising effort, increasing persistence, and motivating strategy
development'. 'Goal setting is most likely to improve task performance when the
goals are specific and sufficiently challenging, the subjects have sufficient ability,
and feedback is provided to show progress in relation to the goal. Rewards such as
money are given for goal attainment, the experimenter or manager is supportive, and
assigned goals are accepted by individual.' However, the rewards of money or other
profits given for goal attainment are too materialistic and sometimes improper.
There are some other non-financial rewards such as proper recognition of
contributions or provision of staff development programmes etc.; therefore the use of
intrinsic motivation rather extrinsic motivation would be most appropriate.
Firms are driven by intensified competition and attempts are made to improve
product quality and lower the costs seeking strong competitive advantage. Quality
improvement is now a highly desired objective in the fiercely competitive
international business world. But how do the companies measure the performance?
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Most producers regard quality as more important than ever before in their
manufacturing, service and purchasing strategies. The concept of TQM is
increasingly being adopted by organisations as the means of satisfying the needs and
expectations of their customers. The major Japanese manufacturing companies for
the last 30 to 40 years have practised TQM. Their commitment to continuous and
company-wide quality improvement has provided them with a good foundation to
capture markets of the world (Lascelles et al., 1996). In the next Chapter, the
influence of Japanese culture and continuous improvement strategy, sometimes
called KAIZEN, in business management strategy will be discussed.
Reference to the publications 'Aiming for world-class manufacturing' from UK as
part of the Managing into 1990's programme reveals that the changing outside
influences were grouped under some six main headings: economic factors,
demographic trends, environmental factors, technology, suppliers and competitions
(DTI, 1991). All these factors carry threats to the industries, but all those threats can
become opportunities if the business strategy is right. The Managing into 1990's
programme was an attempt to offer a practical introduction to the issues facing
industry as the countries move towards 2000. For maintaining competitiveness, it is
necessary to understand the fundamental changes that are taking place in the world.
The publication produced (DTI, 1991) also attempts to give a definition of world-
class manufacturing as "it essentially entails having the right production capability to
make money from totally satisfying the customer, with high quality services and
products at the right price, delivered at the right time". It means operating at
standards equal to the best in the world, but it is not relevant only to companies that
export - it is just as relevant to companies facing overseas competition, and that is
just about everyone. The pursuit of the ideas of world-class manufacturing is
fundamental. It is a main aim at which other manufacturing techniques - like Just in
Time, Manufacturing Resources Planning, Total Quality Management and so on - are
contributory parts. As part of the recommendations from the DTI report, world-class
manufacturers should continuously look for better products, better factories, better
organisation, better management and better information.
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Garvin (Garvin, 1993) cites that existing manufacturing strategy provides a powerful
framework for creating and sustaining competitive advantage. Manufacturing is
meshed with business need rather than viewed as an isolated function, and operating
policies are screened for competitive impact. Such an approach is invaluable for
long-term planning but is less helpful for daily decision making. Short-term
improvement programmes sometimes lack clear direction because there are few
criteria for choosing among projects. What is needed is a more dynamic framework
that supplements the current model of manufacturing strategy with insight from
strategic planning.
Bradbury, (Bradbury, 1992) writing on the measures for organisation improvements,
reports on the survey carried out by Boston University Manufacturing Roundtable in
1988 of high flyers' companies in Japan, Europe and United States asking each of the
companies to state and rank their top 10 measures of performance. Japan and United
States successful companies listed non-financial measures whereas European
companies were still concentrating on financial measures. Referring to Bradley's
paper, Maskell (Maskell, 1989) studies the performance measures used by world-
class manufacturing companies and concluded that they had the following
characteristics in common:
• They were directly related to the company's manufacturing strategy;
• They incorporated non-financial measures;
• They used different measurements for different areas of the company;
• They were changed over time to reflect changes in strategy and operation;
• They were simple and easy to use;
• They gave fast feedback to operators and managers and
• They were intended to teach rather to monitor and control.
Adam (Adam, 1994) in his research attempts to relate quality improvement
approaches and productivity improvement approaches to actual operating and
financial performance. The results indicate a strong relationship between quality
improvement approach and performance quality. The relationship between a quality
improvement approach and operating and financial performance is weaker, but
significant.	 Productivity improvement approaches also help predict quality,
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operating, and financial performance. The research reveals that the profile of quality
and productivity improvement approach should vary, depending upon whether the
firm is most interested in performance quality, operating improvement, or financial
performance.
Dumond (Dumond, 1994) cites that it is important that management provide goals,
performance measures, and feedback. Without them, there is no focus and decisions
are erratic. On the other hand, the provision of too many measures or measures that
are not mutually reinforcing can create confusion and erratic performance.
Management needs to analyse the situation and the organisation's goals and use
performance measures that will encourage the desired behaviour.
Schmenner (Schmenner, 1994) has investigated the techniques of performance
measures in manufacturing organisations. It is a waste for companies putting in
considerable resources into some areas that was wrongly measured. There are 12
items being suggested where improvements are commonly sought: employee
involvement, quality, labour efficiency, machine efficiency, volume flexibility, new
product introduction, process throughout times, integration with customers, direct
cost reduction, overhead cost reduction, computer systems, customer satisfaction.
The research has identified that direct cost reduction, machine efficiency, and labour
efficiency are almost universally emphasised well beyond their importance. On the
other hand, items such as new product introduction, customer satisfaction, and
employee involvement are frequently related as gaps, e.g. more emphasis could be
placed on them.
Neely et al. (Neely et al., 1994) have conducted research investigating the extent to
which small and medium sized firms in UK seek to influence the realisation of their
manufacturing strategies through their performance measuring system. The results
tend to suggest that those firms that compete primarily on quality or time place most
emphasis on performance measures that match their strategies; those that compete on
price do not.
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DuBois et al. (DuBois et al., 1993) discuss manufacturing strategies in an
international sense that a multi-national company should consider before making
decisions. A conceptual framework for international manufacturing strategies was
developed and hypotheses were proposed and tested in industrial sectors. These
strategies may range from home country production with limited or extensive export;
autonomous "regional" plants designed to serve the needs of specific foreign
markets; combination regional or global focus strategies involving local or regional
assembly of globally procured parts and components; and co-ordinated global focus
configurations involving international dispersal of stages of the production process to
low cost regions with final assembly taking place at different locations.
4.1.2 Criteria for a World-Class Performance Company
Research has shown that the top business performance companies are those
companies that demonstrate consistent, measurable positive results based on the
philosophies of continuous improvement and the ability to face constant change.
Lascelle and Peacock, in their book 'Self-Assessment for Business Excellence'
(Lascelle et al., 1996) outline a typical profile of world-class performers based on
other independent studies which includes the following characteristics:
• Strong leadership
• Motivated employees
• Extremely high customer satisfaction ratings
• A strong and/or rapidly growing market share
• Highly admired by peer group companies and society at large
• Business results that put it in the upper quartile of shareholder value
To achieve the world-class business performance objectives, companies have to learn
that their continuous improvement processes form an integral part of the overall
business strategies of the companies. Having given the direction to business
objectives, a company would see how effective the development of people's skill,
time, effort and know-how are; how appropriate financial, marketing and operating
strategies are and how effective use of all resources to reduce the costs and waste
are. These inter-related considerations would contribute eventually to the overall
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efficiency of the processes being managed to achieve the business objectives and
create values. The result would be having a motivated and satisfied work force, a
reasonably good sales volume, with growth and continuity as well as making some
good contributions to the development of the community. The companies will then
make good profit and gain good return on their capital investment.
While business excellence is very much based on the principles and philosophies of
total quality and total quality management, its scope should be much wider covering
all people working and involved in the organisation, management and organisational
systems as well as use of quality improvement tools, including strategic and
management tools.
In the 1980's, a lot of emphasis was placed on the certification of ISO 9000 and
improvement techniques such as statistical process control. In the 1990's companies
tend to use the ISO 9000 quality system as the first step to TQM. It is quite clear
now that in the future years of 2000's, TQM will become a framework for companies
achieving the world-class business excellence performance.
Japan's success in capturing world business market in the past 20 to 30 years was
partly because of their use of TQM in manufacturing and business for a number of
years. However, researchers also believe that cultural differences may also
contribute to the success of different countries.
In recent years, the Malcolm Baldrige National Quality Award (MBNQA) and the
European Quality Award (EQA) have fuelled the interest in TQM. These awards,
based on TQM models, are being used by organisations for self-assessment no matter
whether they will eventually go for the Awards or not, but with the objective of
business improvement.
4.2	 Business Excellence Models
4.2.1 The European Business Excellence Model as a Strategic Planning Guide
The formulation of a company's policy and strategy is essential in an ongoing
process of defining, prioritising, organising, achieving and reviewing world-class
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targets of business performance. To do this, management teams must focus on those
areas critical to success by listening to the company's stakeholders and identifying
the performance levels that affect their satisfaction. Excellent companies perform
well (Business results) in terms of sales growth, profit margins, return on invested
capital and cash flow but are not obsessed solely with financial measures. They are
equally obsessed with the apparently less tangible measures of customer satisfaction,
people's satisfaction and impact on society, recognising that these are increasingly
the real drivers of corporate success over the middle to long term (Lascelles et al.,
1996).
Lascelles et al. propose a business performance improvement strategy by adapting
the framework into the European Business Excellence Model for creating
stakeholder value. It will help managers better understand the strengths and
weaknesses for improvement. However, this form of analysis does not, on its own,
target the priorities for an action plan. The causes of different business results,
customer satisfaction, people's' satisfaction and impact on society need to be
identified, quantified and prioritised for appropriate action feeding back for resetting
the business improvement strategy. That will in turn initiate improvement activities
for relevant process improvement, either in Leadership, Policy and strategy, People
management or Resources.
4.2.2 The European Quality Award
The European Quality Award launched in October 1991, jointly sponsored by the
European Commission; the European Foundation for Quality Management and the
European Organisation of Quality, was to be awarded in 1992. The award is
intended to meet three fundamental objectives:
• To focus attention on business excellence in a dramatic way;
• To provide a further stimulus to companies and individuals to develop
business improvement initiatives and
• To demonstrate the results achievable in all aspects of an organisation's
business activity.
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The European model of the award is based on nine criteria with an equal split on the
enablers and results. (Lascelles et al., 1996)
Enablers (50%)
1. Leadership (10%)
2. People management (9%)
3. Policy and strategy (8%)
4. Resources (9%)
5. Processes (14%)
Results (50%)
6. People satisfaction (9%)
7. Customer satisfaction (20%)
8. Impact on society (6%)
9. Business results (15%)
4.2.3 The Malcolm Baldrige National Quality Award
The Malcolm Baldrige National Quality Improvement Act signed by the President of
United States of America in 1987, established an annual quality award. In 1988 for
the first time, the Award was presented to three major US companies. The purpose
of the Award is to promote quality awareness, to recognise the quality achievements
of US companies and to publicise successful quality management and improvement
strategies. Companies may publicise and advertise their award provided that they
agree to share information about their successful quality management and
improvement strategies with other US organisations.
The MBNQA self-assessment guide is a comprehensive document and sometimes
used by companies for training, self-assessment, quality information about other
companies, and as a common language in which to communicate. Furthermore, it
helps people understand the Baldrige award criteria's framework, the document also
expresses values and concepts in seven categories. The seven categories are
subdivided into various examination items and corresponding point values and every
Award application is evaluated in the seven major categories with a maximum total
score of 1000 points (Lascelles et al., 1996).
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1. Leadership
2. Information and Analysis
3. Strategic planning
4. Human resource development and management
5. Process Management
6. Business results
7. Customer focus and satisfaction
4.2.4 The Deming Prize
The Union of Japanese Scientists and Engineers (JUSE) instituted the Deming Prize
in 1951 in recognition of Dr. Deming's contribution to the development of the
industrial quality control in Japan. The Deming Application Prize is for enterprises
that achieve the most distinctive improvements in performance through the
implementation of company-wide quality control based on statistical quality control,
and which are likely to maintain in the future. There is also a Deming International
Award for Overseas Companies. The items and particulars of the Deming
Application Prize are given below (Lascelles et al., 1996):
1. Company policy and planning
2. Organisation and its management
3. Quality control education and dissemination
4. Collection, transmission and utilisation of information on quality
5. Analysis
6. Standardisation
7. Control
8. Quality Assurance
9. Effects
10. Future plans
4.2.5 Analysis and comparison of different quality management systems
The Deming Prize was launched, with the declared purpose of improving statistical
quality control techniques. The MBNQA was introduced mainly because of the
competition from the Pacific Rim. Both awards have the declared purpose of
increase quality awareness. Zink et al. (Zink et al., 1994) mentioned that through the
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first successful announcement of the European Quality Award (EQA) of the
European Foundation for Quality Award (EFQA) in 1992, the Europeans have also
attempted to stimulate interest in comprehensive quality concepts. Parallel to the
discussion of TQM in Europe, there has been an increasing trend towards what may
be described as "Certification of quality systems on the basis of EN 29 000" which
proves the compliance with the requirement of these standards.
The Malcolm Baldrige Criteria has been refined and modified considerably since
1988. There has been a shift of emphasis in meaning and relative scoring weights.
There are categories that used to have a defined quality bias have shifted towards a
wider definition of business excellence. This may signal a gradual change in
emphasis for Baldrige from a TQM system model to a business excellence model
akin to the European Quality Award (Lascelles et al., 1996).
4.3	 Total Quality Management Strategic Planning using Quality Function
Deployment (QFD) Methodology
4.3.1 Self-evaluation of the criteria for Malcolm Baldrige National Quality
Award with the Philosophies of the Five Leading Quality Gurus using
QFD Methodology
The work of self-evaluation is further extended to include criteria of total quality
management. The Malcolm Baldrige National Quality Award has the criteria that
would help those organisations going for TQM strategic planning. Comparison of
the criteria of Malcolm Baldrige National Quality Award with the quality gurus'
philosophies in Exhibit 4.1 shows that:
1. None of the quality gurus cover all Malcolm Baldrige National Quality
Award criteria.
2. According to the total rating of the five gurus, it is shown that Ishikawa,
Crosby and Deming's are mostly related to the Malcolm Baldrige National
Quality Award criteria because of their higher points scored.
3. By comparing the seven criteria with the gurus' TQM philosophies, if the
Award's rating being excluded (non-customised), leadership and strategic
planning are the two highest contributors. However, when the Award criteria
percentages (customised) are considered, leadership and customers focus and
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satisfaction then take the lead. This result shows that customers focus and
satisfaction is highly important in the overall Award, with 25 % being given
in the overall rating.
4. Business results are very low in the ranking positioning despite the fact that
25% has been allocated in the Award rating. This result concludes that the
five quality gurus' TQM philosophies have less or no consideration of
business results during the time when an individual guru's philosophy was
prepared.
A good and powerful leadership is definitely beneficial to the organisation. A
leadership focused on setting visions, general commitment and relating to the soft
skill between staffs is most important. Management commitment is important to
carry out the process of quality improvement. Organisations that are embarked on
the TQM road can make use of the proposed QFD methodology to carry out some
self-assessment so as to identify their own priorities of continuous improvement.
Different units, sections and departments can carry their own self-assessment process
to prioritise their resource commitment and identify their strengths and weaknesses.
4.3.2 Self-evaluation of the criteria of European Quality Award for Business
Excellence with the Philosophies of the Five Leading Quality Gurus
using QFD Methodology
The work in the previous section is further extended to include the criteria for Total
Quality Management with the European Quality Award for business excellence that
has been established and implemented in the Europe. The criteria of the award
published in 1996 are used for organisations' TQM strategic planning purposes.
Comparison of the criteria of European Quality Award for business excellence with
the philosophies of the five quality gurus as shown in Exhibit 4.2 gives the results:
1. None of the five quality gurus covers all the criteria of European Quality
Award for business excellence.
2. According to the total rating of the five gurus, it is shown that Ishikawa,
Crosby and Deming's are mostly related to the European Quality Award
criteria because of their higher points scored.
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3. By comparing the nine criteria with the gurus' TQM philosophies, if the
Award's criteria weightings are excluded (non-customised), leadership and
policy and strategy are the two highest contributors. However, when the
Award criteria percentages (rating) are included, leadership and policy and
strategy are still in the lead. Customer satisfaction ranking has stepped
forward by two, as customer satisfaction is highly important in the overall
Award, with the 20 % being given in the overall rating.
4. People satisfaction, impact on society and business results come out to be the
last three criteria in the ranking positions despite the fact that 15% has been
allocated in the Award rating on business results. This result concludes that
the five quality gurus' TQM philosophies have less or no consideration on
these issues during the time when an individual guru's philosophy was
prepared.
4.4	 Conclusion
Judging business success purely on companies' financial performance is not
acceptable, in particular for world-class business excellence. But how do companies
measure their performance? The criteria set by the Awards seem to provide a quite
objective methodology measuring business performance.
The use of QFD methodology to evaluate the actual performance of the organisation
based on the criteria of Malcolm Baldrige National Quality Award or European
Quality Award against some quality management strategic planning parameters has
been most encouraging. The Western gurus' TQM philosophies as presented in
Chapter 2 will be used as the quality management parameters for the evaluation of
business management strategies.
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5.1	 Western Management Theory and Eastern Culture
There were a great number of economic reports and business data published on the
high annual economic growth rate of the East Asian countries during the past two
decades. The countries in the East, like Japan and some other countries being called
the 'Five Dragons', lead in their economic performance with high annual growth rates
over a number of years, out-performing the developed countries in the West. To
explain the situation, research programmes were launched to investigate the nature
and efficacy of the phenomenon. There seems to be some concerns that management
practice in the East, in particular Japan, is having an important impact on
management thinking and practices in the world. It is quite confused from both
theoretical development and empirical findings whether or not the Japanese and,
therefore, other East Asian's, are becoming more like the West or vice versa
(Dollinger, 1988). Understanding of the ethics and society culture, philosophical and
historical roots become the primary concern. Dollinger's paper entitled 'Confucian
ethics and Japanese management practices' highlights that one of the major sources of
Japanese ethical tradition, The Analects of Confucius, has a great contribution in the
context of Japanese managerial and industrial practices.
5.1.1 Management Philosophies in East Asian Countries and Japanisation
Study of the book that was written by Sheldrake (Sheldrake, 1996) on 'Western
management theory from the late nineteen century Taylorism to the present day
Japanisation', reveals that there is little incorporation of management philosophies of
East Asian countries in the thinking. Johnson and Ouchi's paper entitled 'Made in
America under Japanese management' in the Harvard Business Review (Johnson et
al., 1974) have the view that there are certain aspects of Japanese management which
are inseparable from their culture and therefore cannot be used in other Western
countries like America. However, having made due consideration for their
similarities and distinctions, they outline five key management areas that can be
equally applicable in general. They emphasise on initiatives that are bottom-up, top
management acts as facilitator in decision making, middle management are the shaper
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of problems, decision-making be consensus, and employees are well taken care of.
Keys and Miller (Keys et al., 1984) also consolidate three major Japanese
management practices: namely long-term planning, commitment of lifetime
employment and collective responsibility.
However, Ouchi and Jaeger (Ouchi et al., 1978) view that the advent of the factory
system of production and the rapid rate of technological changes produced a high rate
of urbanisation, mobility and society problems. These forces weaken the community,
family, church and friendship ties of society. Social workers put these as the basic
causes of alcoholism, divorce, crime and other symptoms of mental illness at the
social level (Dollinger, 1988). Ouchi and Jaeger also believe that the success of
Japanese companies sprang from the total inclusion of the employees into the work
organisations. The organisations concern about the personal life and family life of
their subordinates; a collective, non-individual approach to work and responsibility;
and extremely high identification of the individuals within the organisation. This is
characterised by the lifetime employment system operated in large organisations in
Japan. Ouchi (Ouchi, 1981) in his best selling management book 'Theory Z: How
American Business Can Meet the Japanese Challenge' describes that Theory Z is a
consent culture, a community of equals who co-operate with one other to reach the
common goals. Rather than relying exclusively upon hierarchy and monitoring to
direct behaviour, it relies also upon commitment and trust. Therefore, the type Z
organisation works better because of avoiding hierarchy and bureaucracy and
achieving a high state of consistency in the internal culture (Sheldrake, 1996).
On the contrary views, as Sheldrake (Sheldrake, 1996) put it: England (England,
1983) questions whether Theory Z is relevant to the organisations in the America,
given the self-evident difference in the cultures of America and Japan. Sullivan
(Sullivan, 1983) also holds the views that Ouchi has not provided an accurate account
of what actually took place in Japanese organisations. Keys and Miller (Keys et al.,
1984) support these criticisms and conclude that existing research fails to capture
adequately the essence of Japanese effectiveness. Oliver and Wilkinson (Oliver et al.,
1992) put it that Japanisation entails the successful management of the conditions
generated by a 'low waste' production system. Japanisation is a complex but
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logically coherent process, with social and political as well as technical dimensions
and to consider Japanisation as simply involving the transferability (or otherwise) of
Japanese management practices is insufficient. They further reiterated if there is a
'secret' to Japan's success, they suggest that it lies in the synergy generated by a
whole system, and not, as some have suggested, in specific parts of the system.
Sheldrake (Sheldrake, 1996) in his concluding remark critiques that Ouchi's thinking
of higher productivity will be generated merely through greater worker involvement
in the organisation is contentious. Ouchi's insistence on emphasising the human
factors in Japanese management at the expense of the technical elements will render
the analysis simplistic. However, Ouchi's works do provide a number of useful
insights, not least the importance he gives to the concept of trust. Kagono, Nonaka,
Sakakibara and Okumura (Kagono et al., 1985) have critiqued that models that posit
culture as the single cause of managerial behaviour and practices are seen as
insufficient to explain all Japanese phenomenon.
Despite the different views on Japanisation of which different aspects of culture are
attached, the empirical question of whether or not Confucian society differs more
among themselves than with the West has not been resolved. There is no reason why
society cannot change in some ways while retaining the underlying tradition. This is
exactly the Japanese experience as reflected in one of the Japan's most famous
slogans of modernisation era: "Eastern ethics, Western science". As explained by
Dollinger, it is improper to subsume all managerial phenomena under a cultural
imperative model. Culture is not the only determinant of managerial behaviour, a
mixing or merging of philosophies and culture based on local experiences may be
more advantageous. Hong Kong's prosperity and her economical success during the
past century present a good example of Western science and East Asian ethics
together producing an economic miracle.
5.1.2 Japanese Culture and KAIZEN Strategy
a) Martial History of Japan and Culture
Western countries always complained about the attitude of people in the East
toward international and business relations and the ways and strategies they use in
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business and negotiations. The critic contended that even as the Eastern country
claims it is misunderstood, they do not try to make themselves understood. The
mysterious Eastern or the inscrutable oriental cultures are inherently difficult for
the Western countries to understand in particular the Japanese culture.
The best way of understanding the culture of a nation should start from their
history. The martial history of Japan started from the ascendancy of some
Japanese clans over others in the early centuries to its unconditional surrender to
the Allies in 1945. The veil of mystery is the arts of war that permeate Japanese
political, cultural, and social life. Cleary in his book 'The Japanese Art of War,
Understanding The Culture of Strategy' (Cleary, 1991) wrote, "For the better
understanding of the Japanese culture, there is no way except looking into the
military rule and martial culture that have dominated Japan for many centuries."
He further added, "The way of the warrior has been embedded in the deepest
strata of the individual and collective unconscious that reflect in their manners
and mentality." In the tenth and eleventh centuries, Japan faced a severe internal
division of power and there was a lack of central direction of policies. The
warriors competed among themselves for land, power and wealth. The strong
military presence marking internal Japanese history has imprinted certain
elements of warrior ethos onto important areas of Japanese thought and society.
b) Influences of Zen Buddhism and Neo-Confucianism on Japan Culture
He further wrote, "During the thirteenth century, the new samurai leaders of Japan
again looked to China for inspiration. Now Zen Buddhism and Neo-
Confucianism, by that time well established in China as dominant ways of
thinking, drew the attention of the Japanese. The military authorities patronised
Zen masters from China, including Japanese pilgrims who had studied Zen in
China and Chinese immigrants who were fleeing the invading Mongol
conquerors. This patronage ushered in a new epoch in Japanese civilisation, in
which the warriors superseded the old aristocracy in both political and cultural
leadership. Over the centuries certain aspects of Zen and Neo-Confucianism were
espoused by the samurai, influencing the development of Bushido and Japanese
ethics". It is crucial in understanding Japanese psychology and behaviour that an
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assessment of the influence of centuries of military rule is done. The
development of economic, political, social, and educational structures of Japan
reflects this influence. It was ingrained into the nation through the elevation of
the samurai caste into political and moral elite over a period of hundreds of years
(Cleary, 1991).
Japan's Bushido, the way of the warrior, is the way of leadership and management
and lives on in the corporate culture of many Japanese companies. The
employees are the retainers, and the managers and owners are the lords. There is
a code of mutual loyalty and duty between them. Such an organisation has an
inherent strength that makes it virtually invincible (Levinson, 1996). It is also
known that Japanese military thought and strategies have tremendous influence on
Japanese management practices. The best evidence that they have used military
strategies in their business practice is the way they conquered the world markets
of business. Many of their strategies in entering and conquering the markets in
the world very much resemble the art of war strategies originated in China.
c) KAIZEN Management Practices and Strategies
Nowadays the KAIZEN concept has been widely accepted and adopted in Japan.
It is believed to have inherited concepts from Japan's Bushido. Imai in his book
`KAIZEN. The Key to Japan's Competitive Success' (Imai, 1996) shows that the
key to Japan's competitive success is KAIZEN. He also explains how by
introducing KAIZEN practices into the workplace that productivity may increase
by a large percentage without major capital investment. He also shows how
KAIZEN can lower the break-even point, enables a company to seize competitive
opportunities quickly, in either a slow-growth or fast-growth economy. He also
says why KAIZEN can work in any culture not just Japan.
KAIZEN means gradual, unending improvement, doing "little things" better;
setting and achieving ever-higher standards. Imai described KAIZEN as the truth
behind Japan's economic miracle and the real reason that the Japanese have
become the masters of "flexible manufacturing" technology. Flexible
manufacturing is described as the ability to adapt manufacturing processes to
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changing customers' and market requirements. In Imai's book he explains how
the sixteen KAIZEN management practices were implemented at work in Japan
through company success stories and case studies. He examines step by step all
the roles KAIZEN plays.
These management practices are:
1. Profit planning
2. Customer satisfaction
3. Total quality control programs
4. Suggestion systems
5. Small-group activities
6. Just-in-time production
7. Just-in-time information processing
8. Systems improvement
9. Cross-functional management
10. Policy deployment
11. Quality deployment
12. Total productive maintenance
13. Supplier relations
14. Top management commitment
15. Corporate culture
16. Problem solving in such areas as labour-management relations
KAIZEN means improvement. Moreover it means continuing improvement in
personal life, home life, social life, and working life. When applied to workplace,
KAIZEN means continuing improvement involving all managers and workers.
Workplace improvement, as a part of successful KAIZEN strategy, goes beyond the
dictionary definition of the word. Improvement is linked to maintaining and
improving standards. In a broader sense, improvement can be defined as KAIZEN
and innovation. KAIZEN strategy maintains and improves the working standard
through small, gradual improvements, and innovation calls for radical improvements
as a result of large investments in technology and equipment. A successful KAIZEN
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strategy clearly delineates responsibility for maintaining standards to the worker, with
management's role being the improvement of standards.
The KAIZEN concept is crucial to understanding the differences between the
Japanese and Western approaches to management. Their main difference is between
the Japanese KAIZEN and its process-oriented way of thinking and the West's
innovation and result-oriented way of thinking. KAIZEN is one of the most
commonly used words in Japan. KAIZEN has been so deeply ingrained in the minds
of everyone's life that they often do not even realise they are thinking KAIZEN.
All the management efforts for KAIZEN boil down to two words: customer
satisfaction. However, it is not easy to measure and define customer satisfaction. In
KAIZEN, customer satisfaction is measured in such terms as quality cost, and
scheduling. It is the management's job to establish priorities among these goals and
deploy the goals down throughout the organisation. Total Quality Management, as
corporate strategy must deal with the people. The net results are more productive
workers, more efficient managers, improved communication, and more effective
organisation. Better product and service must come from better people and better
management, and not vice versa.
Creating a co-operative atmosphere and corporate culture has been an indivisible part
of KAIZEN programs. In implementation of KAIZEN strategy, the following points
are worth considering:
1. KAIZEN is a humanistic approach, because it expects everybody to
participate in it. It is believed that every human being can contribute to
improve the workplace.
2. KAIZEN makes the business more competitive and profitable. Japanese
management follows the policy of continuing improvement for over 30 years
without officially calling it KAIZEN.
3. KAIZEN strategy strives to give individual attention to both process and
result. Proper rewards should be given to worker and management in
recognition of their effort in process improvement. This is different from the
recognition of the results.
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4. KAIZEN strategy calls for both top-down and bottom-up approaches. The
top-down management style usually calls for a design approach and bottom-
up management style for an analytical approach. Therefore the design tools
(for example, policy deployment, quality deployment) and analytical tools (for
example, statistical processes control, control charts) are most useful.
The five-step KAIZEN movement or the 5-S movement takes its name from the
initials of five Japanese words that start with s: seiri, seiton, seiso, seiketsu, and
shitsuke. They are usually used as part of the visual management of an overall
program; signs that repeat the steps are often posted in workshop.
1. seiri	 (straighten up)
2. seiton	 (put things in order)
3. seiso	 (clean up)
4. seiketsu	 (personal cleanliness)
5. shitsuke	 (discipline)
It is well known that the initial concepts of statistical quality control and its
management implications were brought to Japan by such pioneers as Deming and
Juran in the post-war years. However, most new concepts, systems and tools that are
widely used in Japan today have subsequently been developed in Japan. These also
represent qualitative improvements like the statistical quality control and total quality
control in the 1960s. These are the perfect examples showing how the Japanese have
been extremely successful in adapting and perfecting others' work.
Japanese ingenuity in adapting and perfecting the work of others includes work
improvement teams, job rotation and on the job training. In entering the business
world, Japan had been characterised by the "5 Is" strategies that can best be
illustrated in product development and manufacturing processes. These five steps of
the "5 Is" are: (Wee et al., 1995)
I. Imitators
Initial stage of Japanese entering into world market
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2. Improvements
Japanese develop manufacturing with minor improvement, upgrading the
quality while maintaining a low price strategy.
3. Improving
More improvements were made and it marked the beginning of local
ingenuity in making better products with distinctive features and quality.
4. Innovating
Their products' superiority began to show over many other similar products
made by the West.
5. Inventions
This is characterised by their quest to develop super-computers, artificial
intelligence and biotechnology--an insurmountable lead over the rest of the
world
Turning back to the management and quality management, Japan is well known
by the fact that they are very successful in improving their product quality.
However, it is quite ironic to say that it was Deming and Juran who introduced the
concept of statistical techniques to Japan after the World War II. Japan even
publicly acknowledges the works of the two gurus and names the highest award in
Japan after Deming.
d) Summary of KAIZEN Management Strategy
The previous Chapter focuses on the philosophies of the five leading quality gurus
and a model summarising the majority of these philosophies is proposed. The
model provides guidance for quality management or proposes some useful
management framework to management satisfying customers' needs. However,
some other important issues and factors are missing and are worth consideration.
For TQM to be successful as a corporate strategy, it must deal with people. In
implementing TQM in different countries or nations, the culture of that nation
must be taken into consideration as well.
Wee, Lee and Bambang in their book 'Sun Tzu, War & Management' (Wee et al.,
1995) present the seemingly unstoppable successes of the Japanese up to now
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have begun not only to trouble many Western countries but has also puzzled
many scholars. The conventional school of thought that the standard rules of the
free market would apply and Japan would gradually evolve into an open economy
did not seem to work. An argument rejects the Western tenet that capitalism and
democracy are fundamentally similar everywhere. Western people argue that
Japan operates on a different set of economic and political imperatives and their
main objectives are to make Japan dominate the economic power in the world and
are less concerned with following the market rules. Japan argues that American
pride is too strong to the point of arrogance so they ignore the different culture in
Japan and elsewhere in Asia.
The scholars generally believed that over the centuries, certain aspects of Zen
Buddhism and Neo-Confucianism influenced the development of Bushido and
Japanese ethics. Thus this Japanese culture affects their management practices
and business strategies.
Mandu et al., (Mandu et al., 1994) includes an action-implementation process
with a conceptual map of Deming's PDCA cycle and KAIZEN theory
incorporated, illustrating how to manage TQM transformation. The system
transformation process includes management by policy (Plan), management by
process (Do), management by fact (Check) and management by KAIZEN (Act).
5.2 Cultural Link to an Economic Phenomenon and Confucian Dynamism
5.2.1 Different Cultures Differ along Four Dimensions
The most widely known research in the attempt to compare national culture in terms
of broad value differences is the pioneering work of Greet Hofstede. Hofstede and
Bond (Hofstede et al., 1988) conducted a cross-cultural survey called IBM survey that
covered 72 countries. They further reduced the number of different cultures for
comparison down to 53. The survey focuses on investigating the patterns of values
and beliefs that distinguish countries from each other. Values, according to
Hofstede's definition, are 'a broad tendency to prefer certain states of affairs over
others' (Hoecklin, 1995). The study revealed that cultures differed mainly along four
dimensions: Power Distance, Individualism verses its opposite Collectivism,
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Masculinity verses its opposite Femininity, and Uncertainty Avoidance (Hofstede et
al., 1988) (Hofstede, 1991) (Hofstede, 1993).
a) Power Distance - that is, the extent to which the less powerful members of
organisations and institutions (like the family) accept and expect that power is
distributed equally. In organisations, it would condition the extent to which
employees accept that their boss has more power than they have and the extent to
which they accept that their boss's opinions and decisions are right because he or
she is the boss. In the larger power distance culture, supervisors and subordinates
consider each other as unequal (Hoecklin, 1995). The survey shows this
dimension is positive. All societies are basically unequal but some are more
unequal than the others (Hofstede et al., 1988).
b) Individualism verses its opposite Collectivism - Individualism is a concern for
yourself as an individual as opposed to concern for the priorities and rules of the
group to which you belong (Hoecklin, 1995). This describes the degree to which
individuals are integrated into groups. On the individualist side, everyone is
expected to look after himself or herself and the immediate family. On the
collectivist side, people from birth onward are integrated into strong, cohesive in-
groups; often their extended family continue protecting them in exchange for
unquestioning loyalty (Hofstede et al., 1988).
c) Masculinity verses its opposite Femininity - the distribution of roles between the
sexes in any society.
d) Uncertainty Avoidance - this refers not to social behaviour but to man's search for
truth. It indicates to what extent a culture programmes its members to feel either
uncomfortable or comfortable in an unstructured situation. 'Unstructured
Situation' is defined as novel, unknown, surprising, or different from usual.
Uncertainty-avoidance cultures try to minimise the possibility of such situations
by adhering to strict laws and rules, safety and security measures, and a belief of
absolute truth. Uncertainty-avoidance features in business areas are: more worry
about the future, more emotional resistance to change, tendency to stay with the
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same employer, loyalty to employer, less risk-taking, rules should not be broken
(Hoecklin, 1995).
The first three dimensions described the three types of expected social behaviour:
behaviour toward people higher or lower in rank (Power Distance), behaviour toward
the group (Individualism and Collectivism) and behaviour according to one's sex
(Masculinity and Femininity). Hofstede's survey also shows those Neo-Confucian
countries generally score fairly high in Power Distance, low on Individualism and
mid-range on Masculinity and Femininity. People in Uncertainty-avoiding countries
are more emotional and are motivated by inner nervous energy. Uncertainty-
accepting cultures are more tolerant of behaviour and opinions that differ from their
own; they try to have few rules as possible. They are more phlegmatic and
contemplative. Their environment does not expect them to express emotions
(Hofstede et al., 1988).
Hofstede and Bond (Hofstede et al., 1988) also proposed two scenarios of Domain of
Culture that accounts for the effect.
a) First, the quality of management depends on the qualities of the people to be
managed;
b) Second, the quality of management explanation begs the question of how an
entire nation can collectively produce better management than another nation.
These two scenarios of domain of culture conclude that there is a clear link between
the economic growth and development of a nation with their cultures. For the real
explanation of the economic growth, researchers labelled the cultures of the East
Asian countries `Neo-Confucian' that is, rooted in the teachings of Confucius.
Hofstede and Bond saw themselves as `culturists' holding their views that specific
nations have specific cultures that are rather sticky and difficult to change in any
basic fashion, although they can often be modified. They defined culture as a
collective programming of the mind that distinguishes the members of one category
of people from those of another. This definition applies well to national as well as
corporate level. The Neo-Confucian hypothesis is that the East Asian countries have
common cultural roots going far back into history. During the past 40 years this
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cultural inheritance has constituted a competitive advantage for successful business
activities under the world market conditions.
Hofstede and Bond also stress that the cultural inheritances are not genetically
transferred; they can be in principle acquired by any human being that is at the right
place at the right time. People will receive the mental programming called culture
from the day a person is born. Evidence has shown that different researchers from
different countries were brought up under different cultures and will have different
mental programming, in effect leading to different concepts of management
philosophies. That also explains why, to some extent different gurus of different
cultures may have different focus in their own philosophies.
5.2.2 Fifth Dimension of 'Confucian Dynamism'
Another Chinese Value Survey (CVS) was also conducted (Hofstede & Bond, 1988)
based on the basic values of Chinese people that showed identical results in the first
three dimensions, but less identifiable in the fourth. Nevertheless, a fifth dimension
called Confucian Dynamism was revealed which showed how the culture deals with a
choice from Confucius' ideas. The CVS survey shows that the country scores on
Confucian Dynamism are strongly associated with those countries' economic
growths. The shared culture of societies, greater Collectivism and Confucian roots,
may have given them particular advantages in increasingly complex and dynamic
markets (Hoecklin, 1995). Thus the survey concluded that there is a cultural link to
an economic phenomenon.
The first three dimensions (Power Distance, Individualism and Collectivism,
Masculinity and Femininity) show the differences between Western and Eastern
minds. The fourth one (Uncertainty Avoidance) uniquely is a Western dimension and
the fifth one (Confucian Dynamism) is an Eastern dimension. Hofstede and Bond
believed that since Eastern thinking is synthetic whereas Western thinking is
analytical (Hofstede et al., 1988), the success of the Eastern society in this period
could be partially due to cultural preferences (Hoecklin, 1995).
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5.3	 Chinese Philosopher Confucius and Chinese Culture
Confucius was born about 2500 years ago. The Confucius of whom to be discussed
here refers to The Analects of Confucius. The Analects of Confucius (Lun Yu, the
Chinese equivalent of the Analects) is a collection of the 'selected sayings' of the
Master and was compiled after his death by the Master's disciples. The Analects
contain 20 books and came from different sources, on different dates. The Analects
of Confucius translated and annotated by Waley (Waley, 1989) serves as a good
reference of the Analects.
Hofstede and Bond as well as many other authors wrote articles and books on the
Analects outlining the key principles of Confucian teaching (Hofstede et al., 1988) as:
1. The stability of society is based on unequal relationships between people.
2. The family is the prototype of all social organisations.
3. Virtuous behaviour toward others consists of treating others as one would like
to be treated oneself: a basic human benevolence.
4. Virtue with regard to one's task in life consists of trying to acquire skills and
education, working hard, not spending more than necessary, being patient, and
persevering.
Confucius suggested that there are five relationships between people: ruler and
subject, father and son, older brother and younger brother, husband and wife, and
older friend and younger friend. These relationships are based on mutual,
complementary obligations. The senior should take care of the junior and the
younger should respect the older. As an individual, one should try to cultivate
individual behaviours and ethics. Moreover, a person is not primarily an individual;
rather he or she is a member of the family. Being the elder or senior member in the
family, he or she should maintain harmony in the family. Harmony would give
people dignity, respect and prestige. Among all the essential virtues 'filial piety' is
recognised to be the most important one to observe. Family members are expected to
integrate into a strong and cohesive group that extends to extended families. The
family chief (usually the one with the most senior level in terms of ancestors in the
family) looked after the families' members, and protected them. All family members
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were expected to be loyal to the family, respect the senior and eldest and take care of
those who are junior and younger in the family.
Among all the virtuous behaviours, Confucius reckoned that benevolence is the most
essential one. Benevolence (ren' in Chinese writing) in Chinese is made up of two
Chinese words: 'two' and 'people'. It accounts for the relationship between two or
more people and deals with one's kind-heartedness, mercy and humanity.
5.3.1 Global Total Quality Management Strategy (GTQMS) Adds New
Dimension To Total Quality Management
The study of the five Western quality gurus' philosophies in Chapter 3 illustrated that
these philosophies can be amalgamated into fourteen criteria that include:
Management commitment, Employee's involvement and teamwork, Education and
training, Customers' satisfaction, Performance measurement, Error prevention,
Communications, Goals and target setting, Quality document system, Recognition,
External and social relationship, Continuous improvement, Social effect, impact and
social culture, and Government and social policy. They are conveniently being called
the Western Quality Gurus' TQM Philosophy showing their sources of origin. On
the other hand, they represent the hard side of the global TQM strategy taking care of
the quality management aspects of the organisations.
A survey on the general beliefs of Confucian virtues and characters on business
management in Chinese based society Hong Kong was conducted, the results of the
returns which is shown in the latter Chapter were very encouraging. The research
leads to the conclusion of adding a new dimension to the TQM concept that has a
cultural phenomenon will be useful. The twenty-four self-cultivation behaviours and
characters based on Confucian virtues and teachings were incorporated and become
self-cultivation and improvement business management strategies. Since its origin is
from Confucianism, it is therefore conveniently called Eastern Guru's Philosophy
in business management. They also represent the soft side of the global TQM
strategy taking care of the individual behaviours and ethics. This merged Global
Total Quality Management Strategy (GTQMS) has a new dimension of cultural
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difference to be added to the Western TQM philosophy that fills a gap in knowledge.
Thus it gives rise to new thought in total quality management concepts.
5.3.2 Confucius Principles of Learning, Self-Cultivation and Social
Relationship
Confucius had set up eight remarkable principles of learning, self-cultivation and
social relationships (Tsai, 1995):
1. To investigate things;
2. To expand our knowledge;
3. To be sincere;
4. To rectify one's mind;
5. To cultivate oneself;
6. To harmonise or regulate one's family;
7. To manage the state;
8. To bring peace to the world.
Confucius said, "All things in nature have their own states and phenomena. All
matters in the society have their starting and ending. If one can appreciate these
underlying principles, then I believe one is having a good understanding of the basic
phenomena". The principles are further iterated as follows:
• Investigate the things and study the phenomena of nature in order to acquire
knowledge and study the nature of things.
• Acquire the knowledge and study the nature of things in order to be in good
faith, honest and sincere.
• Achieve good faith, honesty and sincerity in order to have proper and
wholehearted wishes and intentions.
• Have proper and whole-hearted wishes and intentions in order to cultivate
one's behaviours and ethics.
• Cultivate one's behaviour and ethics in order to regulate and harmonise one's
family.
• Regulate and harmonise one's family in order to manage the state.
• Manage the state in order to rule the whole country and bring peace to the
world.
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In Confucius's philosophies, the cultivation of individual behaviour and ethics is the
most important element in order to regulate and harmonise an individual's family and
subsequently manage the state and rule the country.
Confucius also suggested that one should proceed to learn the rites, music, archery,
horsemanship, history and mathematics, in order to reach the three virtues of wisdom,
benevolence and courage. Confucius divided his teachings into four stages:
1. To set one's mind on the way;
2. To base oneself on virtue;
3. To rely on benevolence for support; and
4. To seek recreation in the arts.
On his list of priorities, conduct is the first requirement; speech comes second,
government matters' third and literature the last one. To be successful in meeting
these fundamental principles of learning, self-cultivation and social relationship,
people should demonstrate and practise daily these principles.
Confucius' basic principles to cultivate one's behaviours and ethics, regulate and
harmonise one's family, manage the state and rule the whole country and bring peace
to the world was studied. Appendix A shows the attempt of identifying the special
behaviours and characters from various Books and Chapters of the Analects of
Confucius that are related to the basic principles.
The related behaviours and characters are described as follows. Cultivation of
individual behaviours includes 'learn', 'trust', 'moral conduct', 'wisdom' and 'words
and deeds'. Cultivation of individual ethics includes 'benevolence', 'righteousness',
'courtesy' and 'question and forgive'. Regulate and harmonise a family include
'filial piety', 'sincerity', 'thrift', 'reception' and 'respect'. Manage the state include
'govern', 'communication', 'loyal', 'team effort' and 'reward and punishment'. Rule
the whole country and bring peace to the world include 'integrity', 'honest and clean',
'observe regulation' and 'proper title'.
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Appendix A shows the themes of Confucius' teaching related to the twenty-four
individual behaviours and characters in various Books and Chapters of the Analects
of Confucius. These tables help to give quick reference to the individual behaviours
and characters described by the Analects of Confucius. The purpose of this is to build
up core philosophies of these twenty-four behaviours and characters that relate to
Confucius' philosophy. In these various Chapters, some of them are commonly used
Chinese idioms that had been ingrained in the people's minds since their childhood.
The search for the best-suited idioms was carried out through literature, dictionaries
and CD ROMs. The most commonly used Chinese idioms for good practices that are
related to individual behaviours and characters were identified.
5.3.3 Confucius' Philosophies in Business Environment
Confucius' philosophies have been so deeply ingrained in Chinese people's mind that
they formed the major ingredients of the Chinese culture. The principles of
Confucius' philosophies can be adopted and mapped into the business environment:
Confucian Philosophies	 Business Environment
Cultivate one's behaviours	 Cultivate one's behaviours in business
Cultivate one's ethics	 Cultivate one's professional ethics
Regulate and harmonise	 Manage a section or department in
one's family	 an organisation
Manage the state	 Manage the organisation
Rule the whole country 	 Manage a corporation, multi-national
corporation
While Confucius' philosophies originally applied to the development of the
individuals, these fundamental principles equally apply to business. The following
are his philosophies expressed in a business context:
• Investigate the things, study the skills and techniques in the business field in
order to acquire knowledge and understand the fundamental concept of the
business field.
• Acquire knowledge and understand the fundamental concept of the business
field in order to be in good faith, honest and sincere in the business field.
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• Behave in good faith, honesty and sincerity in the business field in order to
have proper and wholehearted wishes and intentions working in the business
field.
• Have proper and wholehearted wishes and intentions working in the business
field in order to cultivate one's behaviours and have occupational ethics in
business field.
• Cultivate one's behaviour and have occupational ethics in the business field in
order to manage and harmonise one's section or department in an
organisation.
• Manage and harmonise one's section and department in an organisation in
order to manage the whole organisation properly.
• Manage the whole organisation properly in order to manage the whole
corporation to world-class business performance excellence.
Confucius' teaching requests individuals to have the behaviours of 'learn', 'trust',
'moral conduct', 'wisdom' and 'words and deeds'. All these things are the essential
elements for a person working in life. The individual professional ethics include the
behaviours of 'benevolence', 'righteousness', 'courtesy', 'question' and 'forgive'.
This is absolutely true that for any profession the individuals should try to maintain
these proper behaviours and attitudes in order to fulfil their jobs' prescriptions. These
two criteria of behaviours will give the best people for the given job. Moreover, a
well-managed department and company or even a multinational company would
depend on the people's quality and the abilities of the managers and the organisation
to achieve the goals. These scenarios conform to the domain of culture proposed by
Hofstede and Bond that better quality of management occurs because of the better
qualities of the people being managed. Also the better management of the entire
nation is because of good leadership and policy management of the nation. Thus, the
Confucius' philosophies for business management strategies therefore become:
Behaviours & Characters
	 Best Performance in Business Environment
Cultivation of Individual Behaviours
1. Learn	 Study for purpose of application
2. Trust
	 Keep a promise
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3. Moral conduct Be of noble character and high prestige
4. Wisdom Make a sensible selection
5. Words and deeds Suit the action to the word
Cultivation of Professional Ethics
1. Benevolence Be benevolent and see benevolence
2. Righteousness Speak out sternly from a sense of justice
3. Courtesy Treat people with due respect
4. Question Do not feel ashamed to ask and learn
5. Forgive Forgive someone
Manage a Section or Department in an Organisation
1. Filial piety
2. Sincerity
3. Thrift
4. Reception
5. Respect
Manage an Organisation
1. Govern
2. Communication
3. Loyal
4. Team effort
5. Reward and punishment
Show filial obedience
Express earnestly & sincerely
Be economical with one's money
Reception and Hospitality
Respect senior generation and eldest
Rule the state well, give people peace and
security
Well communication between senior and junior
Be loyal and devoted to work
Plan and work jointly and co-operatively
Proper incentives and punishment
Manage and Operate a Corporation
1. Integrity
2. Honest and clean
3. Observe regulation
4. Proper title
Maintain integrity even under severe and
desperate conditions
Be honest and clean in performing duties
Observe rules and regulations
Be perfectly justifiable
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These Confucian philosophies in business and management will be used as survey
questionnaires to investigate the general acceptance of these ingrained cultures in the
Chinese business environment. Further discussions on the design of the questionnaire
will be presented in Chapter 8.
5.4	 Conclusion
Researchers in the process of implementation of TQM in various organisations
reported that one of the major barriers to overcome is to change the quality concept of
the people and culture of the organisation. Reinforcing the TQM concepts based on
the Western gurus' thinking might not be totally acceptable to some organisations
from the East Asian countries having an entire different historical background, history
of economic development and economic structure that are significantly different from
the West. There is no reason why these countries while adapting TQM philosophies
as the Western science cannot change and modify in some way retaining their
underlying traditions or cultures. Taking TQM implementation in Japan as an
example, Ishikawa's TQM philosophy has incorporated those essences of Japanese
culture and national policy parameters etc., in the TQM concept. As illustrated, the
lifetime employment is one of the major TQM concepts of Ishikawa. Hofstede
(Hofstede, 1993) holds the view that 'management' has different meanings to a larger
or smaller extent from one country to the other, and it takes considerable historical
and cultural insight into local conditions to understand its processes, philosophies,
and problems. Looking into a Chinese based society like Hong Kong that is heavily
influenced by Western science and technology, the TQM philosophies with an added
local culture would be desirable and advantageous.
The survey as conducted will be discussed in Chapter 8 and 9 looking into the general
beliefs of Confucian virtues and characters as business management strategies in the
Chinese based society of Hong Kong. This research may lead to the conclusion that
adding a new dimension to the TQM concept as a cultural link to the economic
phenomenon is advantageous. The twenty-four self-cultivation behaviours and
characters based on Confucian virtues and teachings were incorporated and become
self-cultivation and improvement business management strategies. Since its origin is
from Confucianism, it is therefore conveniently called Eastern Guru's Philosophy
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in business management. The merged Global Total Quality Management Strategy
(GTQMS) having both hard-side TQM concepts and soft-side behaviours thinking
gives rise to new thought in TQM philosophy. It has a new dimension of cultural
difference to be added to the Western TQM philosophy that fills the gap in
knowledge of management thinking.
Confucius set the tone and introduced the major themes of Chinese philosophy.
Previously, the focus of discussion on Confucius has been on the ethical aspect. The
most important theme in Confucius' teaching is humanism and it is generally agreed
that the dominant theme is self-cultivation and moral preaching. Confucius put
emphasis on human nature and the value of developing oneself through learning. The
teachings of Confucius have been used primarily to propose a concept of wisdom as
the unity of truth and goodness, which provided a framework for understanding the
relationships among individual behaviours and ethics, harmonise the family, rule the
state and govern the whole country. Above all, Confucius put learning and self-
cultivation as the most essential elements for individuals in order to achieve some
level of perfection.
The study showed that prevalent TQM theory and practice are dehumanising because
it is dominated by corporate and business interests. Genuinely humanising TQM
processes ought to embody and promote the concepts of wisdom originated and
inherited from the cultures of each nation. Confucianism is a humanistic philosophy
and the human being is regarded with dignity and respect. The philosophy also
emphasises values of harmony as well as loyalty, group and family identification.
Righteousness and acts of righteous individuals are within the framework of loyalty.
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Chapter 6 Philosophies of Chinese Philosopher Sun Tzu's The Art of War,
The Chinese Thirty-six Strategy Influence on Business and
Management Strategy
6.1	 The Philosophies of Sun Tzu's The Art of War in Business and
Management Strategic Planning
6.1.1 Introduction
Recent decades have witnessed an explosive growth of interest in the Far East. In
the 1980's, Japanese management practices had gained tremendous popularity
focusing on corporate welfare and theory of strategy, including Asian practices and
their underlying philosophies. In Chapter 5, the management philosophies of East
Asian countries and Japan indicated that there are certain aspects of management,
which are inseparable from their cultures. And for those Neo-Confucian countries,
the Analects of Confucius have great influence in the context of managerial and
industrial practices and some links to economic development. Moreover, as
explained by Dollinger, it would be improper to subsume all managerial phenomena
under a cultural imperative model that is not the only determinant of managerial
behaviour; a mixing or merging of philosophies and culture based on local
experiences may be advantageous.
Sun Tzu's The Art of War, the ancient Chinese military theorist, is the most famous
work on military operation in ancient China and the books have been repeatedly
translated, investigated and discussed. Management books with thoughts that
originated from Sun Tzu were published instructing companies the business and
management strategies.
As mentioned in Chapter 1, Sun Tzu is the oldest military treatise in the world and
one of the greatest cultural legacies of the Chinese nation. In some other famous
Chinese military classic, Annals of the Three Kingdoms, there were many strategies
that mirrored those advocated by Sun Tzu. The great Chinese warlord Cao Cao
carefully annotated a text on military strategies that was a compilation of Sun Tzu's
thought. Cao Cao had been very successful in battle and he eventually united the
whole of China. There were a lot of successful military leaders in Chinese history
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that had attributed their victories to Sun Tzu's principles (Krause, 1996). Today,
Sun Tzu's The Art of War remains a compulsory text in major military schools
around the world and its influences on the twentieth century military thinking is
undisputed. Also include in the very recent times, the use of the military strategies in
business context is increasing.
Levinson (Levinson, 1994) wrote, "Having read the book, I'd go further. I would
apply these requirements to all representatives, senators, and the president. This
book would have changed history, if the right people had read it.... The second
chapter would have told Lyndon Johnson exactly what he was doing wrong in
Vietnam. Sun Tzu spent half the chapter warning his readers against fighting
protracted wars. It cost the United States 57,000 lives to rediscover what Sun Tzu
wrote 2500 years ago." Levinson also gave examples of Napoleon Bonaparte who
used many of Sun Tzu's principles to conquer most of Europe. He lost only when he
did not heed Sun Tzu's guidance. France had the first translation of Sun Tzu's work
in 1772 where English and German versions were available only in 1905 (Krause
1996). Levinson wrote, "In 1937, a Japanese writer published an essay on The Art
of War in German. It was commented that fortunately neither Hitler nor the Nazis
have seen Sun Tzu's articles, otherwise the Nazis might have won the Second World
War." Sun Tzu did warn the sovereign not to interfere with his generals. Levinson
further commented that Hitler's interference with his generals cost at least 500,000
persons at Stalingrad and that was only one of many incidents that help people
understand Sun Tzu's The Art of War and his profound strategies.
6.1.2 Sun Tzu's The Art of War and Japanese Business Strategies
Sun Tzu's The Art of War was introduced to Japan around 716 AD to 735 AD and
applied successfully in Japanese battlefields as early as the 16th century (Wee et al.,
1995). Nowadays, it is known that Japanese military thought and strategies had
tremendous influence on their management practices. Sun Tzu's The Art of War is
one of the many selective Chinese classics recommended to Japanese chief
executives for reading. The military influence on Japanese business practices
extends beyond the reading of books. Most significantly, Japanese companies are
well known for conducting sessions for internal management meetings for different
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levels of employees. The best evidence that the Japanese have used military
strategies in their business practices is the way they capture the world markets in
many different products. It may be that the Sun Tzu's The Art of War made
inspiration for much of Japan's economic success in the world trade markets. They
have traditionally been known for their skills in perfecting someone else's efforts.
Their perfecting skills could have been extended to the work of Sun Tzu.
It seems that the Japanese approaches to world market are well planned. Everything
happens at the right time and fits their national ability and needs, as well as the
demand of the world market. However, it is a fact that Sun Tzu's The Art of War
was already known to them since the 8th century, and they mastered it at least 1,000
years earlier than the Western world. Given these long historical perspectives and
the Japanese skills in perfecting other's ideas and works, it is conceivable that Sun
Tzu's The Art of War has significant influence on the ways the Japanese conducts
their businesses that results in their successes today.
6.1.3 Sun Tzu's The Art of War and Flow Chart Structure
There are a number of papers and books; both in Chinese and English or even some
other languages, published on the Sun Tzu's The Art of War applying the war
strategies in business and management environments. Many of them talk about Sun
Tzu's philosophies or strategies and in some cases successful stories using the
strategies. However, there are only a few presentations with strategic models. Of
these models presented, there is no clear methodology proposed showing how
systematically Sun Tzu's strategies could be identified, implemented, reviewed and
acted under different situations and conditions.
Wee, Lee and Bambang (Wee et al., 1995) present Sun Tzu's The Art of War
comprehensive model for strategies that has the following process: Situation
Appraisal, Formulation of Goals, Formulation of Strategies, Evaluation of
Strategies, Implementation of Strategies (Human factor), Implementation of
Strategies (Operational factor), and Strategic Controls. The structure of the model
itself resembles Deming's PDCA cycle for continuous strategic planning and
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improvement. However, the model has not included much of the details of Sun
Tzu's philosophies.
Sun Tzu's The Art of War was written and presented in the most logical manner,
with the detail planning and other essential situation considerations put in the early
books. The other considerations or decisive factors, such as current environmental
factors, competitor's situations, survival strategies and detail information of the
situations etc., are highly essential and therefore presented. In order to retain the Sun
Tzu's logical flow of all considerations and essential decision factors, framework
structure follows the thirteen books sequence in the flow chart format is presented in
Appendix B which modified from Ngai's tables (Ngai, 1994). This framework
structure of Sun Tzu's The Art of War helps appreciate the philosophies and apply
these strategies in the most logical flow manner under different situations and factor
considerations. The Chinese-English translation is based on "Sun Tzu's The Art of
War 100 Elements" by Luo (Luo,1994).
The main themes of the thirteen books were based on Liu (Liu, 1992) forming the
structure with equivalent business management strategies formulated to become the
questionnaires for a survey. Details of the main themes and the equivalent business
management strategies selected for questionnaire are presented in Chapter 8. The
result of the survey verifying the impact, usefulness and acceptance of the
philosophies as business management strategies in the Hong Kong situation are then
presented in Chapter 9.
Table 6.1, therefore, shows the links of the Sun Tzu's thirteen books, the main
themes of the books and their relevant business management strategies.
Sun Tzu's The Art of War was written in classical Chinese, the words and
philosophies are difficult to understand and comprehend. Wee et al., (Wee et al.,
1995) quotes Griffith's (Griffith, 1963) works that gave some different Sun Tzu's
translated titles from Griffith in 1963, Giles in 1910 and Cheng Lin in 1969. Sawyer
(Sawyer, 1994) also gives slightly different translation of the titles of the Sun Tzu's
thirteen books. However, Wee's translation of the titles are more related to the
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present business and management situations, and therefore they are adopted in this
thesis. Thus, the thirteen books' titles are:
1. Situation Appraisal
2. Waging War
3. Strategic Attacks
4. Disposition of the Army
5. Forces
6. Opportunism
7. Manoeuvres
8. The Nine Variations
9. Marches
10. Terrain
11. The Nine Types of Battlegrounds
12. Attacking with fire
13. Espionage
Sun Tzu's The Art of War was written over two thousands years ago and so it is
always difficult to appreciate the situations and constraints at that time. However,
the use of the flow-chart format described would help formulate details of thoughts
and philosophies of strategies and thus make structuring and designing an expert
system for quality management strategy easier.
6.1.4 The Sun Tzu's Principles for Business Management Strategies
The idea of relating management philosophies and organisation behaviours to the
strategies of Sun Tzu by looking into the principles advocated by him and the
situation of top management seems to be unrealistic. However, the differences
between ancient and modern times and also between military and business operations
are considered. His wise counsel on waging war in ancient China shed some light on
strategic management in today's corporations. The objective is to emulate the model
set by Sun Tzu, presenting the essence in organising for strategy. Organisations
should have their strategic plans constantly reviewed, continuously shaped and
positioned in the struggle of an often-hostile environment in which it must win
against business competitors.
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Having understood the philosophies of Sun Tzu's The Art of War, it is essential to
identify how and in what ways these philosophies could be applied in business
strategies. Krause (Krause, 1996) presents a summary of Sun Tzu's principles for
business success. Namely, these major business principles are Learn to fight, Show
the Way, Do it right, Know the facts, Expect the worst, Seize the day, Burn the
bridges, Do it better, Pull together, and Keep them guessing. These ten principles
become and form the foundation for the future competitive success. People in the
organisation have to face all kinds of competition. Competition may come from
organisations as well as individuals. Winning or losing in battle is very much based
on how effectively they manipulate perceptions and opinions. Nowadays,
competition is very much information competition. Those who have the most
accurate and up-to-date information will win. Information will help in the analysis
process and decision making. The wisdom for the traditional competition can
equally apply to competition for information.
With reference to Wee et al. (Wee et al., 1995) and Krause (Krause, 1996) strategies
for the Sun Tzu's Business Management Competitive Strategies were devised. These
thirteen business management strategic criteria form the bases of the business
excellence performance evaluation using QFD methodology.
Sun Tzu's Business Management
Sun Tzu's 13 books
	 Competitive Strategies 
1. Planning
	 Planning of Strategies, Estimation & Leadership
2. Competitive Actions
	 Resources & Competitive Actions
3. Competitive Strategy	 Competitive Strategy & Wisdom
4. Positioning	 Positioning & Targeting, Strengths 8.z.
Weaknesses Estimation
5. Opportunity & Timing
	 Opportunity, Timing & Management Structure
6. Control
	 Control of Market Situations & Climate
7. Managing Direct Conflict Management of Conflict & Avoid Confrontation
8. Flexibility	 Flexibility & Adaptability
9. Manoeuvring	 Observing & Manoeuvring
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10. Types of Competitive
Situations & Causes
of Failure
11. Competitive Conditions
& Offensive Strategy
12. Destroying Reputation
13. Gathering Intelligence
Competitive Situations & Causes of Failure
Competitive Conditions & Offensive Strategy,
Alliance & Vision
Destroying & Decision
Intelligence & Information
6.2	 The Thirty-six Strategies
Together with the Sun Tzu's The Art of War, the Thirty-six Strategies have become
part of the collective unconscious of most educated Chinese. They have learned all
these strategies in schools, literature, and even in some television series. In most
business negotiation, the strategies and tactics being used are very much related to
the Sun Tzu's The Art of War principles and the Thirty-six Strategies sayings.
Cleary (Cleary, 1991) in his book 'The Japanese Art of War: Understanding the
Culture of Strategy' outlines the thirty-six strategies used by Japanese in business
and negotiations. Brahm (Brahm, 1995) in his book 'Negotiating in China 36
Strategies' also presents the thirty-six strategies that he expects Western investors
should be acquainted with when doing business in China. These two presentations
are identical in meaning with slightly different translations of these proverbs. These
thirty-six strategies are then further categorised into six major strategies.
1. Strategy for Ensuring Win (Strategy 1 to 6)
2. Strategy for Planning Opportunism (Strategy 7 to 12)
3. Strategy for Waging War (Strategy 13 to 18)
4. Strategy for Confusing Enemy (Strategy 19 to 24)
5. Strategy for Alliances (Strategy 25 to 30)
6. Strategy for Defeating (Strategy 31 to 36)
These thirty-six strategies used as a questionnaire are presented in Chapter 8 and the
result of the survey verifying the usefulness and acceptance of them as business
management strategies in the Hong Kong situation are then presented in Chapter 9.
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6.3	 Conclusion
The objective of the research is to study how management philosophy can be related
to the prescriptions of Sun Tzu, by drawing parallels between the principles
underlying behaviour advocated by him and the situation of top management. The
differences between ancient and modern times and between military and business
operations are considered.
To gain some insights into these highly complex phenomena of strategy processes in
business and management, the research begins by exploring the organisational
attributes inherent in strategic planning processes and their understanding and
applicability of Sun Tzu's philosophies in current practices. An understanding of
these may help better to appreciate how to structure planning activities. These
attributes include the organisation of strategic planning, its inherent bureaucracy, the
different facets of the process operating at corporate and divisional levels and the
structural attributes, etc. In the last section the main themes of Sun Tzu's The Art of
War and their parallel philosophies for business management and best practices are
identified.
Sun Tzu's The Art of War placed an emphasis that "Winning a victory and subduing
the enemy without fighting is the highest excellence" and "The best policy for the
military operations is to gain victory by means of strategy." It is always in the
Chinese mind that the best strategy to win is by strategy. Also the Thirty-six
Strategies was the consolidation of the Chinese experiences and strategies commonly
used in the last thousands of years. There are a number of characteristics and
specialities about these strategies:
War and competition have their rules and regulations, strategies should therefore
have rules and regulations to follow and work under them as well. Throughout The
Art of War, Sun Tzu emphasised the critical role of people in determining the
success of military warfare and the same would apply to business. According to Sun
Tzu, it is crucial for the commander, prior to engagement in any war to know of the
geography. Parallel in business is a good understanding of the market situations.
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Sun Tzu, in The Art of War, placed great emphasis on laying plans, method and
discipline involving the organisation, and intelligence. In all cases, the use of
resources was clearly involved. In using different strategies, care should be taken in
understanding the positions of self and enemy, never underestimating the situations
that could cause disaster. Sun Tzu's The Art of War said, "If you know both the
enemy and yourself, you will fight a hundred battles without danger of defeat." Also
if there is no confidence in winning, one should retreat at once, reserving energy and
resources for the next opportunity.
Sun Tzu's The Art of War could be applied to emphasise the strategic approach in
managing corporations. His rationale for implementing a strategic planning system
within organisations would be to increase the probability of beating competition by
forecasting as far as possible relative strengths and weaknesses, and so anticipating
outcomes when competition is entered. The ultimate purpose for implementing
systematic, rational and strategic approaches in management is to win and keep on
winning. For the top management of major corporations, this means continued
prosperity through profitable ventures, often in increasingly competitive and
capturing markets (Foo et al., 1994).
Environmental factors are critical to the appropriate design of a strategic planning
process within an organisation. One of the key roles of strategic planning processes
is to ensure that organisations respond effectively to changing external situations.
The citation from The Art of War shows that this was recognised by Sun Tzu in
medieval times. To do so effectively, the planning process requires adequate means
of monitoring the environment, of understanding likely changes and responding to
them.
As part of business war, the top management needs to formulate strategies in the
understanding of both the favourable and unfavourable developments in the external
environments. When the external factors are favourable, they should exploit them
for organisational purposes. If there are unfavourable trends, they must also act to
minimise the negative impacts. From The Art of War, Sun Tzu was obviously
instructing the generals to plan their strategies to take into account anticipated and
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actual external environmental conditions but to be adaptive in their implementation.
It is important to understand the army's capability in adapting their strategies and
tactics to changes in the external environment. Such a capability is equally essential
in modern business organisations.
Sun Tzu saw clearly that direct confrontation between armies can involve heavy
losses on both sides and that the deployment of means to subdue the enemy without
battle was preferable and therefore more skilful. In today's business parallel, in an
increasingly global and contested marketplace, it is the use of means of gaining
dominance without mutually destructive price wars that is to be preferred.
Traditionally, competition tended to be thought of as involving action and reaction in
the areas of price and promotion, and this still continues to be so to a large extent
(Foo et al., 1994).
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Chapter 7	 Quality and Business Management Strategy Evaluation using
Quality Function Deployment (QFD) Methodology
7.1
	 Strategic Total Quality Management (STQM) for World-class Business
Performance Excellence
Strategic Total Quality Management (STQM) is introduced as an extension of Total
Quality Management. It defines quality as being driven by customer and
environmental needs and looks to identify critical factors that will determine the
survivability and competitiveness of an organisation in the future. Mac' s paper
'Strategic total quality management-transformation process overview' (Madu et al.,
1994) presented this new dimension for quality management. STQM is based on the
premise that quality should be determined on the basis of the overall performance of
the organisation and not solely on product quality. STQM therefore takes into
account criteria such as product quality, environmental safety and social
responsibility. Manufacturing excellence is often claimed as a means of achieving
competitiveness. This can only be achieved by looking into the overall performance
of the organisation and its products. It is true that this philosophy of quality
emphasises integrity, environmental protection and social responsibility as the key
elements of quality management. As suggested by the quality gurus, STQM is a
comprehensive and strategic framework linking profitability, business objectives and
competitiveness to quality improvement efforts with the aim of harnessing the
delivery of customer satisfaction. As Madu et al. (Madu et al., 1994) put integrity,
environmental protection and social responsibility in the paper.
Integrity deals with trust. An organisation must instil trust in its customers and it
should also understand how the customers perceive the organisations. This is how a
customer-focused approach to quality should be developed.
Environmental protection deals with the products that are environmentally safe.
Even with the higher product cost, some customers are willing to pay extra to protect
the earth from contamination. These 'green' product concepts have already made
Japan invest heavily in research and development. On the other hand, products that
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are liable to pollute the environment will certainly increase manufacturing costs and
generate no good will.
Social responsibility deals with the possibility of expansion of the job base that is
essential in the community. The job base will expand if productivity and quality
improve. Social responsibility often goes beyond the production of goods and
services and reflects an organisation's concern with the social needs of its employees
and the society as a whole. A 'caring' organisation should be socially sensitive to
the needs, concerns and problems of its major stakeholders such as employees,
customers and the community. To build a STQM factory effectively, top
management must have a clear mission to be implemented. The new dimensions of
STQM outlined complement the focus of TQM. New dimensions are added to allow
for a systematic view of quality from the overall performance of the firm.
7.2. Global Total Quality Management Strategies (GTQMS) merging the
Western Quality Gurus and Eastern Guru philosophies
As discussed in Chapter 5, Hofstede and Bond (Hofstede et al., 1988) have shown
evidence that researchers of different countries with inherently different cultures will
have different mental programming which in turn will lead different concepts of
management philosophies. That explains why different quality gurus will have a
different focus on quality management philosophies. The TQM concepts based on
the Western gurus' thinking might not be acceptable to those organisations from the
East Asian countries. Apparently these countries have some different historical
background, history of economic development and economic structure from the
West. Thus, there are differences in TQM concepts based on cultural difference from
the Western gurus. Hofstede et al. have shown that management philosophy and
Neo-Confucian in the East Asian countries have the link of their cultures to the
economic phenomenon and rapid economic development.
The twenty-four criteria of behaviours and characters described in Chapter 5
represent some essential elements of the Eastern Guru's Confucius philosophy in
business management. Individual behaviours and professional ethics are the most
Page 107
Chapter 7	 Quality and Business Management Strategy Evaluation
using Quality Function Deployment (QFD) Methodology
essential attributes among all of them. Confucius' philosophies affect individuals'
behaviours and working attitudes in general. Organisations with employees having
good behaviours and proper working attitudes will care about those inside the
organisation, outside customers as well as the community.
To be truly Neo-Confucian, the relationships between people are based on mutual
and also complementary obligations. As an individual, one should try to cultivate
individual behaviours and ethics. Maintaining harmony within the organisation will
give people their dignity, respect and prestige. All staff members are expected to be
loyal to the organisation, pay respect to the senior and take care of those who are
junior and younger in the organisation.
The incorporation of Confucius teaching in behaviours and ethics to the Western
Quality Gurus' TQM philosophy amalgamating the gurus' philosophies, to create a
new dimension in TQM concepts, Global Total Quality Management Strategy
(GTQMS). This new dimension in TQM strategy takes into account the traditional
and cultural differences of different nations that would help to close the gap in
knowledge and give rise to new thoughts in TQM concepts.
7.3 Evaluation of Quality Management Strategies for World-class Business
Excellence Performance Using Global Total Quality Management
Strategy
Evaluation of ISO quality management system implementation based on the Global
Total Quality Management is done. The twenty elements of the ISO 9000 Standards
are compared with the Global Total Quality Management Strategy. Quality
function deployment (QFD) methodology is used to evaluate the situation. Exhibit
7.1 (ISO) shows the 20 elements of the ISO 9000 Standards is identified as the
'Whats' on the vertical axis, and the main points of the Western and Eastern gurus as
the horizontal 'Hows'. The relationships are studied in the body of the matrix.
Detail analysis of Exhibit 7.1 revealed that Western and Eastern gurus contribute
about 54% to 46% respectively in the evaluation. Management responsibility and
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purchasing are the two most important elements among the twenty ISO elements.
This is obvious because both of them have heavy considerations on individual
behaviours and characters, both as a leader of the organisation and purchasing from
time to time dealing with money, the person should be clean and honest. Because of
the slight emphasis on the quality system and servicing in the customisation, these
two elements have been shown with a slightly higher in percentages, i.e. more
important than the others. The percentage that is shown in the customisation column
is purely arbitrary, however, shifting of the emphasis is identified in the matrix. The
incorporation of the Eastern guru's philosophy does have an effect on the overall
percentage figures, the management responsibility for both customised and non-
customised situation have a much larger percentage increase than the others. As has
been mentioned previously, personal behaviour and character do come into the
overall analysis and are regarded as essential parameters.
Similarly, QFD methodology is used to illustrate the relationships between the
quality management systems requirements: The Malcolm Baldrige Quality National
Award (1995) and European Quality Award for Business Excellence (1996) with the
Global Total Quality Management Strategy as shown in Exhibit 7.2 (MBNQA)
and Exhibit 7.3 (EQA) respectively.
Exhibit 7.2 (MBNQA) and Exhibit 7.3 (EQA) give a similar pattern of results. Both
Exhibits show that customer' satisfaction, leadership and business results are the
three most important criteria among all. The incorporation of Eastern guru's
philosophy emphasising individual behaviour and character make leadership even
more important with an increase of about 7 to 8%. The ratings of the criteria given
by the two Awards give significantly different results on the customer satisfaction,
about 23 to 27%. Business results in both cases show high percentages, as this is the
one measure of the performance of the business. For the EQA, the impact on society
gives 6% that if added to the business result gives an identical result to the MBNQA.
If the Awards are used for self-assessment purposes looking for self-improvement,
the ratings given by the Awards can be altered to suit the individual situation. That
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is consideration has been given as to how the models presented can be customised
allowing companies using this approach to develop a global total quality
management for their own organisation. Different companies can use different
ratings for ISO 9000 requirements, for the criteria of Malcolm Baldrige Quality
National Award, as well as European Quality Award for Business Excellence.
7.4 Evaluation of Business Management Strategies for World-class Business
Excellence Performance Using Sun Tzu's The Art of War for Business
Management Strategic Planning
With reference to Chapter 6, Sun Tzu's Strategic Planning Model for Business
Management with thirteen strategies are presented for QFD evaluation. The use of
QFD methodology will help senior managers identify, prioritise, and rectify their
position and situations quickly.
As discussed in Chapter 4, The European Business Excellence Assessment
Criteria (1996) of European Quality Award and The Malcolm Baldrige National
Quality Award Examination Criteria (1995) have both been revised and
incorporate business results as one of the examination criteria for the Awards.
Strategic planning which includes strategy development and strategy deployment is
the criteria for Malcolm Baldrige National Quality Award. Whereas in the European
Business Excellence Assessment, policy and strategy is the newly included criteria
for judging the business performance excellence.
QFD methodology employing matrices will be used to evaluate and compare the
requirements for achieving the world-class business performance excellence with the
Sun Tzu's strategic planning models for business. European Business Excellence
Assessment criteria (1996) of European Quality Award and The Malcolm Baldrige
National Quality Award examination criteria (1995) as the 'What' with the Sun
Tzu's strategic planning model for business as the 'How' are compared. It will help
identify the strategic problems, prioritising strategies, and lead to strategy
development and policy deployment.
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Exhibit 7.4 (EQA) shows the evaluation of The European Business Excellence
Assessment criteria (1996) of European Quality Award with The Sun Tzu's The
Art of War Model for Business Management Strategies using Quality Function
Deployment (QFD) methodology.
Exhibit 7.4 shows the detail of the analysis. The thirteen Sun Tzu's business
management strategies were used to evaluate the EQA criteria for business
performance excellence. It is quite obvious to say that the thirteen Sun Tzu's
strategies more or less have the same importance because they have quite close
percentages. This illustrates the fact that Sun Tzu's philosophies have a broad
coverage of detail from the planning of strategies to the winning of competitive
situations. Among all these strategies, control of market situations and climate,
management of conflict to avoid direct confrontation and flexibility and. adaptability
seem to be the most popular strategies. This is also quite true in today's market
situation, which is highly competitive. For survival in business, avoiding direct
confrontation and reserving resources for the next opportunity are highly essential for
long term strategic planning. Furthermore, because of the dynamic situation of the
market, people in the organisation should look for continuous self-improvement and
learn more skills, equipping themselves for future competition. Policies should be
flexible and organisations should be adaptable to the business environment and
continuously changing.
Destroying other's reputation is shown to be the least important strategy. Although it
is quite true that this strategy does not seem to be so popular, an organisation should
be alert to their competitors' action using this kind of strategy.
Use of intelligence including information is also important among these strategies.
The executives should always be familiar with the current market situation with the
most up-to-date market information, including competitors' information.
Among those EQA criteria, leadership, customer satisfaction and process become the
first three essential ones that executives have to consider. As stated in Sun Tzu's
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The Art of War, a good leader should be the one who is well respected by people,
with good individual behaviour and character, and also good professional ethics as
specified by the Confucius philosophies.
Exhibit 7.5 (MBNQA) shows the evaluation of The Malcolm Baldrige National
Quality Award Examination Criteria (1995) with The Sun Tzu's The Art of
War Model for Business Management Strategies using Quality Function
Deployment (QFD) methodology.
Exhibit 7.5 shows a similar result to the one in Exhibit 7.6. Similarly among all
these thirteen strategies, opportunity and timing, control of market situations and
climate, management of conflict to avoid direct confrontation and flexibility and
adaptability seem to be the most popular strategies. Similar arguments also hold true
for the MBNQA criteria as the EQA criteria. Among the seven criteria for the
Award, customer satisfaction, leadership, and business results come out to be the top
three in the list.
The objective of these exhibits is to relate the management philosophies to the
prescriptions of Sun Tzu, drawing parallels between the principles underlying
behaviour advocated by him and the situation of top management at the end of the
20th century for business performance excellence strategies.
7.5	 Conclusion
Madu et al. presents a new dimension for management of quality that is based on the
philosophy of Strategic Total Quality Management (STQM) and was presented in
the following top management strategies:
• Awareness of STQM
• Customer-demand focus
• Management philosophies and quality attitude and quality environment
• Organisation vision and mission
• Quality vision
• Organisation mission drives quality
• Organisational communication
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• Resources and commitment
• Organisational learning
However, the Global Total Quality Management Strategy as presented adds a
further cultural dimension that is important for an organisation to survive and remain
competitive in the world market and the community. As presented in chapter 5, all
employees, including management, will have to do well in the cultivation of
behaviour and characters through learning', 'trust', `moral conduct', `wisdom' and
'words and deeds', cultivation of professional ethics through 'benevolence',
'righteousness', ' courtesy' , 'question' and 'I DI giN eness' . 'T\-ve \\ms
 ‘Nyat. t\-\%
managers and top management operate the department or the whole organisation will
undoubtedly help to meet the expectations in quality, social and environmental
requirements of customers, people, government, and community.
QFD has been successfully applied in quality management strategic planning. As a
quality management strategic planning tool, QFD is efficient and effective in
prioritising the weakness of an organisation so that it can take effective action for
improvement. It prioritises the importance of the activities in the organisation that
have most impact on customers' satisfaction.
In business strategic planning the Sun Tzu's strategic planning for business
management is proposed for the purposes of evaluation of business management
strategies in organisations. Sun Tzu's The Art of War could be applied to emphasise
the strategic approach in managing corporations. His rationale for implementing a
strategic planning system within organisations would be to increase the probability
of victory by forecasting as far as possible relative strengths and weaknesses and so
anticipating outcomes when battle is entered.
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Chapter 8	 Design of Questionnaire for Surveys
This Chapter outlines the methodology and basis of the design of questionnaires
for the surveys. A survey is a system for collecting information to describe,
compare, or explain knowledge, attitudes, and practices or behaviour (Fink,
1995). Proper questionnaire design would enable proper assessment of the
survey results; thus the claims on the impact and usefulness of employing
Chinese philosophies in quality management and business strategic planning
should be attained.
One of the major objectives of this research project is to review and substantiate
the status of implementation of the ISO 9000 quality management system and
TQM in Hong Kong. On the other hand, investigations on the significance of
impact of Confucius philosophy as quality management strategies, Sun Tzu's The
Art of War and The Thirty-six Strategies as business management strategies in
Neo-Confucian city like Hong Kong would be advantageous. Therefore five
independent surveys were devised and carried out:
1. Survey on ISO 9000 Quality Standards Implementation
2. Survey on Total Quality Management System Implementation
3. Survey on Business Management Strategies Using Confucius' Philosophy
4. Survey on Business Management Strategies Using Sun Tzu's The Art of War
5. Survey on Business Management Strategies Using The Thirty-six Strategies
The Survey on ISO 9000 Quality Standards Implementation would focus on the
twenty detail elements of ISO 9000 whereas the Survey on Total Quality
Management System Implementation would be based on Deming's fourteen-
point TQM philosophy. The objective of these two surveys would be to assess
and substantiate the status of quality management system implementation in
Hong Kong environment. The Survey on Business Management Strategies Using
Confucius' Philosophy would make use of the twenty-four behaviours and
characters proposed in Chapter 5 and examine the impact of Confucius' teaching
in quality management and business management practices in a neo-Confucian
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city like Hong Kong. Furthermore, the business interpretation of the thirteen
business management strategies under the Sun Tzu's The Art of War and the
Thirty-six Strategies were used to form the structure of Surveys 4 and 5.
Surveys 1 and 2 were designed by having a short sentence of the meaning of the
ISO or TQM element followed by questions that audited the status of
understanding and implementation. The other three Surveys 3, 4 and 5 were
designed to elicit the degree of importance that a respondent placed on each
element with respect to business performance. Detailed findings from each
survey are to be found in the Appendices C, D, E and F.
8.1	 Design of Questionnaire for the ISO 9000 Quality Standards Survey
The questionnaire design represents the consolidation of views and comments of
various quality management experts and companies who were experienced in the
implementation of the ISO quality system. Questions on the twenty detail
elements of the ISO quality standards were asked to investigate the understanding
of the ISO concept and status of implementation. Questions based on Liebesman
(Liebesman, 1993), Bradley (Bradley, 1994) and Tummala (Tummala, 1994)
comments on the concept and structure of the ISO quality standards were also
referenced.
Liebesman (Liebesman, 1993) suggests that the ISO 9000 framework can be sub-
divided into three major categories: Management Responsibility, Product
Realisation Process and Support Sections. The numbers inside the square
brackets "[ 1" represent the corresponding detail elements of the ISO quality
standards. The proposed framework is:
1. Management Responsibility
a. Management Responsibility
• Management Responsibility [4.1]
• Quality System [4.2]
• Internal Quality Audit [4.17]
• Training [4.18]
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2. Product Realisation Process
a. Product Definition
• Contract Review [4.3]
• Design input [4.4.3]
b. Design and Development
• Design Control - General [4.4.1]
• Design and Development Planning [4.4.2]
• Design Output [4.4.4]
• Design Verification [4.4.5]
• Design Changes [4.4.6]
c. Production
• Process Control [4.9]
• Inspection and Testing [4.10]
• Inspection, Measuring and Test Equipment [4.11]
• Statistical Techniques [4.20]
3. Support Sections
a. Quality Documentation
• Document Control [4.5]
• Quality Records [4.16]
b. Vendor Assurance
• Purchasing [4.6]
• Purchaser Supplied Product [4.7]
• Receiving Inspection and Testing [4.10.1]
c. Problem Identification and Correction
• Control of Non-conforming Product [4.13]
• Corrective Action [4.14]
• Servicing [4.19]
d. Handling and Delivery
• Product Identification and Traceability
• Inspection and Test Status [4.12]
• Handling, Storage, Packaging and Delivery [4.15]
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Bradley (Bradley, 1994) also suggests that the core elements ISO quality
standards can be sub-divided into different sections under Management's Role,
Operation of Major Processes and Control of Processes.
1. Management's Roles
• Appoint a management representative
• Establish and maintain a documented quality system
• Define responsibility of people who work and manage in the system
• Review the system regularly for suitability and effectiveness
• Make conclusions
2. Operation of Major Processes
• Contract reviews
• Purchasing
• Design
• Product and installation
• Inspection and testing
• Handling, packing, storage and delivery
3. Control of Processes
• Corrective action
• Plan and undertake audits
• Plan and provide training
• Calibration, inspection and testing of equipment
• Statistical techniques
Tummala (Tummala, 1994) also mentions the core concepts of the ISO quality
standards that consist of Conformance, Documentation, Design Quality and
Prevention, and Inspection and Testing:
1. Conformance
• Management must establish and maintain an effective documented
quality system.
• Documented procedures should be established for identification,
documentation, evaluation, segregation and disposition of non-
conforming products.
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• Corrective action must be taken to investigate the root causes of
non-conformity.
2. Documentation
• A quality manual must be prepared to adequately cover all relevant
aspects of the quality system.
• General procedures must be prepared to describe general
instructions and job organisation.
• Works instructions must be prepared to cover technical requirements
and relevant data.
3. Design Quality and Prevention
• Do the job right at the first time rather than redo until right.
• Building customer requirements into the design.
• Eliminate waste processes and components that do not add value to
the product or service.
• Develop innovative procedures and corrective action plans.
• Regular review and verify the design to meet the design
requirements.
4. Inspection and Testing
• Ensure and verify that incoming product and goods are inspected
and conform to the requirements before use.
• Equipment is properly inspected, maintained and calibrated.
• Proper testing and calibration procedures are used.
• All records of non-conforming products and test equipment are
properly documented.
In addition, the importance of leadership, customer focus and fact-based
management, which are not strongly advocated in ISO 9000 must be recognised
while establishing and maintaining the documented quality system (Tummala,
1994). Furthermore, some questions were also aimed at measuring the
companies' general understanding of ISO and what they had learnt during the
quality system implementation process. Some questions based on the works of
Weston (Weston, 1995), Johnson (Johnson, 1995), Sterud (Sterud, 1992),
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Mcnulty (Mcnulty, 1994) and Wood (Wood, 1994) are concluded. Some of their
ideas are briefly listed below:
• Seeking ISO 9000 registration comes primarily from top management
with customers as the motivating factor.
• The main reason for ISO 9000 registration is for long-term strategic
planning. Registration is perceived as the necessary ingredient for future
business success, meeting both customers' expectations and marketing
demand.
• Foreign trade requirement is the major factor for the registration.
• Top management is generally heavily involved in the registration process.
• Most companies do not keep records of the total costs of the process of
achieving certification.
• The most common time frame for achieving registration is 1 to 1.5 years.
• The biggest obstacles during the registration process are the
misunderstanding of requirements, and poor document control.
• The benefits of having ISO 9000 registration include the establishment of
a quality system, consistent documentation methods, and high competitive
advantages.
• The lessons learned from the registration process include the importance
of teamwork and management of a large-scale project.
• Education and training is quite time-consuming, it is therefore advisable
to start training as earlier as possible.
The following sections highlight the basis of the design of questions with the
understanding of the twenty detail elements of the ISO quality standards system.
The complete questionnaire itself is appended at the end of Appendix C that
includes the survey analysis. Arnold (Arnold, 1994) and Clements (Clements,
1993) on their quality manager guide to ISO 9000 also make reference to those
questions related to the ISO twenty elements and they are included as questions
in the questionnaire.
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a) Management Responsibility (ISO 9000 Standard: Element 4.1)
Management responsibility is the keystone requirement of ISO 9000 quality
standards that covers the major responsibilities of the management in
organisations. Their responsibilities focus on the creation, monitoring, and
improvement of the quality management system within the organisations by
which uniform and high-quality products are produced. The design of
questions is based on Weston's study (Weston, 1995) that ISO 9000
registered companies have their top management involved in the
management, performance, and verification of quality-related work. The ISO
9000 standards (ISO 9000, 1994) recommend as well as Arnold (Arnold,
1994) and Clements (Clements, 1993) make reference to, that one of the
major roles of management responsibility is to review their quality systems
regularly, looking for system enhancement and improvement. Bradley
(Bradley, 1994) outlines that one of the major management's roles is to
review the quality system regularly for suitability and effectiveness.
Tummala (Tummala, 1994) also put it that regular review and design
verification meeting the design requirements is essential. The questions being
asked would tend to investigate the related situations of management
responsibilities in Hong Kong.
b) Quality System (ISO 9000 Standard: Element 4.2)
Being the major part of management responsibility within the quality
management system, management should establish and maintain a proper
documented quality system as the means of ensuring product conformance to
the specified requirements. Besides, management should also be concerned
with the initiation, development, implementation, and maintenance of the
quality system. Bradley (Bradley, 1994) suggests that one of management's
major roles is to establish and maintain a proper documented quality system.
Tummala (Tummala, 1994) also emphasises that for the purpose of
conformance, management must establish and maintain an effective
documented quality system and procedures for identification, documentation,
evaluation, segregation and disposition of those non-conforming products.
Arnold (Arnold, 1994) and Clements (Clements, 1993) both remark on the
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significance of a proper quality system that must be in place. They also say
that quality manuals are essential for a good and effective quality system,
however, there is a counter view that traditional quality manuals add little
value to an organisation.
c) Contract Review (ISO 9000 Standard: Element 4.3)
Contract review is considered a marketing function. It is the task of ensuring
customers' needs and expectations will be met. The co-operation and
feedback of several other departments, such as engineering, manufacturing,
quality control and legal department support this function. Questions were
designed based on the works of Arnold (Arnold, 1994), Clements (Clements,
1993) and Batley (Batley, 1994) that most companies collect their customers'
opinions through customers' complaints, repeat business and surveys.
d) Design Control (ISO 9000 Standard: Element 4.4)
Design control is a lengthy process, which states that if the process used to
control the design is effective, and then the design will be consistent. The
supplier should establish and maintain procedures to control and verify the
design of the product to ensure that the specified requirements are met.
Arnold (Arnold, 1994) and Clements (Clements, 1993) comment that some
companies believe design control may kill the creativity of designers.
Companies should perform periodic design re-qualification to ensure the
design is always at a high status of quality. Also, the ISO 9000 quality
standards handbook (ISO 9000, 1994) also states that the design verification
process should confirm the design output stage with the input. Liebesman
(Liebesman, 1993) put design control together with design development and
planning, design output, design verification and design changes under the
design and development which is one of the major categories within the ISO
9000 quality framework.
e) Document Control (ISO 9000 Standard: Element 4.5)
The basic principle of the element is for management to identify quality
records and develop procedures to control this quality documentation within
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the company. In reality, discipline in issuing and tracking documents can
prevent many of the serious problems in bringing a successful product to
market. Arnold (Arnold, 1994) and Clements (Clements, 1993) comment that
some companies have difficulties in controlling documents and keeping track
of the data relating to the ISO 9000 quality system. Other question is based
on the comments made by the local quality services agency (HKQAA, 1996)
on the difficulties faced by companies in the implementation of ISO 9000
quality system. It mentions that companies usually find problems in
controlling photocopying, updating the quality manual, and updating
incomplete or incorrect data in documents and unauthorised distribution.
./) Purchasing (ISO 9000 Standard: Element 4.6)
In general, this element is intended for the company to establish a system
ensuring that it understands the appropriate requirements of the purchase
order and the subcontractor before the order is released. The design of the
questions is based on the comments made by the local quality services agency
on some companies' use of suppliers or subcontractors who are not qualified.
Therefore, questions are then set to investigate whether a supplier survey had
been performed. Besides, based on the experience of some of the local
companies (HKQAA, 1996), it is important to ensure that the purchased
products conform to the stated requirements.
g) Purchaser Supplied Product (ISO 9000 Standard: Element 4.7)
Purchaser supplied products are related to those goods being sent to the
company's own manufacturing plant. It is merely an extension of the element
{{purchasing" of the previous section. It covers the verification, shipment,
storage and maintenance of supplied goods. Arnold (Arnold, 1994) and
Clements (Clements, 1993) comment that companies should always record
the condition and report when they find that the supplied products are lost,
damaged, or unsuitable for use. Tummala (Tummla 1994) believes that it is
important to ensure and verify that incoming product and goods are inspected
and conform to the requirements before use.
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h) Product Identification & Traceability (ISO 9000 Standard: Element 4.8)
The ability to identify and trace all materials used in the manufacturing
process is critical to assuring that the correct components are used for optimal
quality. Arnold (Arnold, 1994) and Clements (Clements, 1993) comment that
most companies use identification codes, labels, packaging or physically
applied on the components for identifications.
i) Process Control (ISO 9000 Standard: Element 4.9)
The element is specifically directed toward activities that must be
accomplished for a product to be generated. These activities include
paperwork, manufacturing, training, service, installation and design. The
design of questions is based on the comments made on process control.
Problems are often found in production plans that are either not available or
updated. The actual production operations do not conform to the documented
instructions. The inspection and test criteria are frequently not properly
documented. There is no follow-up action taken to identify the product non-
conformance. Also there is not much information on the status of inspection.
Besides, the ISO 9000 highlights that control of maintenance processes are
needed.
.1) Inspection and Testing (ISO 9000 Standard: Element 4.10)
It deals with the inspection of goods at receiving, during production, and after
production in each phase of the manufacturing cycle. Also, it should be used
to gather the data needed to identify the root causes of problems. Arnold
(Arnold, 1994) and Clements (Clements, 1993) and local experience
(HKQAA, 1996) agree that inspection checklists and test methods should be
under the document control system, and acceptance criteria and uncertainties
of measurement should be established.
k) Inspection, Measuring, and Test Equipment (ISO 9000 Standard: Element
4.11)
The standard requires the company to list the details of, keep track of the
changes of, and calibrate every piece of equipment used for measuring,
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inspecting, and testing the products being manufactured. Equipment shall be
used in a manner, which ensures that measurement uncertainty is known and
is consistent with the required measurement capability. According to the
experience of some local companies (HKQAA, 1996), they do carry out
regular calibration of inspection equipment and all the data from calibration
and inspection processes are properly recorded and maintained. Companies
do contact their equipment suppliers for maintenance when their equipment is
out of order. Bradley (Bradley 1994) believes that calibration, inspection and
testing of equipment is one of the main elements of the control of the
processes. Tummala (Tummala, 1994) views Inspection and Testing to be the
core of the ISO 9001 Standard and that all equipment should be properly
inspected, maintained and calibrated.
1) Inspection and Test Status (ISO 9000 Standard: Element 4.12)
The purpose of this element is to ensure that product is identified as to
whether it has been inspected or whether it is conforming or non-conforming.
The identification of inspection and test status shall be maintained throughout
production and installation of the product to ensure that only product that has
passed the required inspections and tests is dispatched, used, or installed. In
general, companies use labels to identify the inspection and test status of their
products.
m) Control of Non-conforming Product (ISO 9000 Standard: Element 4.13)
The element dictates to a company what must be done to address the
identification, segregation, disposition and documentation of the non-
conforming product. The purpose is to prevent the rejected product from
reaching the customer, identify the presence of problems and remove the root
causes. In general, line supervisors are always responsible for reporting non-
conforming products, but they sometimes find difficult to writing the report
on non-conforming products.
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n) Corrective Actions (ISO 9000 Standard: Element 4.14)
The unique part of this element is the approach a company takes in problem
solving. Once the root causes for defective product are identified, corrective
action will be taken to prevent re-occurrence in the future. According to the
ISO 9000 quality standards (ISO 9000, 1994), corrective actions refer to the
handling of customer complaints or reports of product non-conformities,
investigating the root causes of non-conformities and to eliminate these
causes. ISO 9000 quality system does not require the prevention of defective
product; however, it does require corrective actions.
o) Handling, Storage, Packaging and Delivery (ISO 9000 Standard: Element
4.15)
This element is in support of the design and manufacturing elements. The
areas covered are associated with protecting the condition of the material
from the time it is received from a supplier through the storage, processing,
packaging, and delivery stages. It will not guarantee acceptable product, but
it will help ensure that good product will not be converted into scrap. Arnold
(Arnold, 1994) and Clements (Clements, 1993) mention that customers
always expect accurate and safe delivery and good packaging. Besides,
according to the local experience (HKQAA, 1996), storage conditions should
be defined and subject to proper monitoring and control.
p) Quality Records (ISO 9000 Standard: Element 4.16)
In this element, the supplier should establish and maintain procedures for
identification, collection, indexing, filing, storage, maintenance and
disposition of quality records. Also, it serves three important purposes: verify
that the required activities are maintained and followed, the condition of the
product at a given time, and a history of a part, process or program is
provided. Questions that are related to problems in defining, indexing,
damaging or losing of quality records is also included. Arnold (Arnold,
1994) and Clements (Clements, 1993) comment that most companies retain
quality records only for record purpose that does not help improve product
quality.
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q) Internal Quality Audits (ISO 9000 Standard: Element 4.17)
The purpose of this requirement is to ensure that the company's management
is constantly checking the effectiveness of its management quality system.
The company should carry out a comprehensive system of planned and
documented internal quality audits to verify whether quality activities comply
with planned arrangements and to determine the effectiveness of the quality
system. Questions that are related to external audits and selection of auditors
are included.
r) Training (ISO 9000 Standard: Element 4.18)
The basic premise of this element is for a company to identify the knowledge
and skill required for providing the training of all personnel performing
activities affecting quality. Also, the training records should be properly
maintained. Arnold (Arnold, 1994) and Clements (Clements, 1993) mention
that companies always use outside material, magazines, books, videos and
courses for training. Some questions are based on the information of local
quality services saying that some companies have no or incomplete training
records and companies do not usually pay training fees for their employees
(HKQAA, 1996).
s) Servicing (ISO 9000 Standard: Element 4.19)
Servicing is any contracted service that the company provides after the sale of
the product. The purpose of this element is to establish and maintain
procedures for performing and verifying that servicing meets the specified
requirements. Arnold (Arnold, 1994) and Clements (Clements, 1993)
mentions that good service is always determined by customers. The
assessment of whether a service is good or bad is entirely decided by the
customers.
t) Statistical Techniques (ISO 9000 Standard: Element 4.20)
This element is included to ensure that if statistical methods are being used by
a company to control processes or production, the methods are accurate and
properly applied for verifying the acceptability of process capability and
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product characteristics. According to ISO 9000 quality standards (ISO 9000,
1994), an organisation should identify the need for statistical techniques.
Companies were assessed against the quality standards, thereby enabling their
products to be more easily sold in both domestic and world markets, particularly
when compliance is backed up by certification. However, this does not in any
way guarantee the quality of the products. There is widespread and ever growing
interest in the practical value of international standards related to quality
management systems. This is matched by a corresponding awareness of the
commercial and economic significance of standards in general. Standardisation
worldwide is undergoing major change. The level of interest in harmonising
standards has never been higher. By the same token, there has never been more
pressure on national standards bodies to provide an efficient and effective
standardisation service to meet the needs of the market place.
8.2	 Design of Questionnaire for Total Quality Management Survey
In recent years, there has been growing criticism of the practice of quality
management. A flood of more critical findings (Wilkinson et al., 1994) has now
replaced the early prescriptive and largely anecdotal success stories. TQM brings
in many benefits. Companies large and small, whole sectors of industry,
purchasers and consumers, all stand to benefit when TQM is in place. TQM
provides that competitive edge which means more business for companies, better
prospects for international trade and greater economical growth for the nation.
Total Quality Management strategy is growing rapidly and it has become the
major business philosophy of the 1990s. TQM teaches companies that the
customer is the most important factor in the organisation. It suggests that a
company needs to satisfy its customers to remain competitive, that the key to
survival in today's highly competitive markets is for the company to know the
actual requirements of its customers, and these requirements must be met at the
lowest cost (Goh et al., 1994).
TQM requires that quality control and management efforts begin with the product
conception at the design stage and are complete only when the customers are
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satisfied with the use of the product. Thus, the following activities and functions
should be involved in quality control and management processes:
• the marketing group in providing thorough analysis of customer needs for
the products,
• the design of the product,
• the vendor and buyers of materials,
• the manufacturing and testing of the products,
• handling, storing, packaging, shipment and delivery of the products,
• the maintenance, durability, reliability and reparability of the products,
• the market analysis of the user's satisfaction with the product, and
• the subsequent design and redesign of new quality-oriented products
starting from the beginning.
TQM philosophy remains good only when it is applied in conjunction with other
management aspects: leadership, quality awareness, quality responsibility,
prevention-oriented quality control activities, doing tasks right the first time,
keeping the cost of quality at optimum figures and realising continuous
improvement strategies (Jaoko, 1994).
Exhibits 3.1 to 3.3 in Chapter 3 illustrated and compared the gurus' points
towards TQM. Crosby and Deming have the great number of similarities in
terms of quality management philosophies with the rest of the gurus. They
stressed heavily management responsibility and commitment. Generally
speaking, many of Juran and Deming's fundamental principles are closely
related. In general, Deming provides the philosophy whereas Juran provides the
specific structure that can help in the materialisation of the principles. The
similar issues in the fundamental principles advocated are:
• the role of top management
• the importance of the customers, both external and internal
• the necessity of quality
• the importance of continuous improvement
• the need for problem-solving tools and techniques
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• the importance of training and education
• the need for active participation in the efforts towards the solution of
problems
Weston's survey (Weston, 1995) found that the influences of gurus' concepts to
companies' quality policy were mainly from Deming's. The survey conducted
was to provide an informative analysis of the companies status in engaging TQM
programme. It was envisaged that the present status and people's attitudes
towards TQM would help to further develop and implement the best quality
management and business strategies. To achieve these objectives, the
fundamental concepts of Deming's 14 points as described in Chapter 2 were used
to develop the questionnaire. The survey comprised pre-coded questions for the
ease of respondents to choose their answers (Hague, 1993).
The following sections outline the general understanding of the Deming's
philosophy and the basis of the design of questions. The complete questionnaire
itself is shown at the end of the Appendix D that contains the survey analysis.
a) Constancy of Purpose for improvement of quality
According to Deming's point 1, organisations must develop a long-term
strategy and goal in order to stay in business. Resources must be allocated for
research, training and education to achieve the goal. Management must
demonstrate their commitment to the customers, suppliers and employees
constantly. In addition, organisations must measure their management
commitment and carry out benchmarking on organisation performance
relative to other competitors (Kanji et al., 1994).
Hence, this part of the question helps determine whether the companies have
developed their long-term plan for quality improvement. The pre-coded
questions asked how customers' feedback was obtained. According to the
survey results of Taylor (Taylor, 1995), the most commonly used methods to
measure customer satisfaction were customer surveys (34%), customer
complaints (12%), repeat business (6%), and sales data (4%). Besides,
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questions on how important customer satisfaction and benchmarking are to an
organisation should also be asked. According to the criteria of Malcolm
Baldrige National Quality Award, both customer satisfaction and
benchmarking are very important to an organisation. These factors can affect
greatly the result of quality improvement. Hence, establishing and practising
constancy of purpose in an organisation would give successful in quality
management, business profitability and long-term survival in business.
b) Adopt new management philosophy
According to Deming's point 2, top management and everyone must learn or
adopt new technology or philosophy. Organisations must seek never-ending
improvement and refuse to accept any non-conformance. The organisation
must concentrate on defect prevention rather than defect detection. By
continuously improving the process, the quality will then be improved and
hence the productivity. All people in the organisation must be involved in the
quality journey and change their attitude towards quality. Adopting the new
management philosophy can help to build up a system for continuous
improvement in an organisation (Kanji et al., 1994). This part of the question
helps to determine whether the organisations adopt the new philosophy that
requires changing both employees and management attitudes. Hence, it helps
to enhance systematic planning, problem solving and prevention and
continuous improvement of all processes.
c) Understand the purpose of inspection
According to Deming's point 3, management must understand that the
purpose of inspection should be to improve the process and reduce cost. The
mass inspection process is both costly and unreliable. Where appropriate, it
should be replaced by modern quality tools such as statistical process control,
quality function deployment and design of experiments for quality
improvement. This part of the questions helps to determine whether
companies used mass inspection, which is a way of life in most business in
Hong Kong and the involvement of top management in the defect prevention
system. The need for 100% inspection would be eliminated and hence quality
Page 135
Chapter 8	 Design of Questionnaire for Surveys
would be built into the processes of production without mass inspection of the
end product.
d) Relationship between organisation and supplier
According to Deming's point 4, the organisation should stop awarding
business based on a lower bid in price because it has no meaning without
quality. The goal is to have a single supplier for each item and develop a
long-term relationship of loyalty and trust, thereby providing improved
products and services. This part of the question helps to determine the kind
of relationship companies has with their suppliers. To ensure an efficient
communication with the supplier, strong and good relations must be
established.
e) Continuous improvement of every process
According to Deming's point 5, management should take up the
responsibility by becoming actively engaged in enhancing quality and
productivity, thus continuously improving quality and lowering costs. The
focus should be on preventing problems before they happen. Responsibilities
are assigned to different teams to remove the causes of problems and
continuously improve processes. The improvement process also requires
feedback from customers and suppliers. According to the survey conducted
in New Zealand (Bately, 1994), measuring and reporting customer
satisfaction were important factors for continuous improvement. Hence, this
part of the question helps to determine the level of customer satisfaction.
fi Training and education
According to Deming's points 6 and 13, training and education should apply
to all levels of the organisation. Management must allocate sufficient
resources to train and educate the employees to perform their jobs. From the
survey conducted in European industry (Dale, et al., 1993), the five aspects of
TQM in which most employees trained were TQM and marketing, quality
costs and cost effectiveness of TQM, top management leadership in TQM,
integration of quality and business planning and employee involvement in
Page 136
Chapter 8
	
Design of Questionnaire for Surveys
TQM. Hence, with reference to the Hong Kong situation, this part of the
question determines what aspects of quality system training would be mostly
concerned and received by employees. It also determines the attitudes of
employees towards training since they are expected to take the lead in the
quality improvement process. If employees are actively involved in training,
it can provide them to better understanding their jobs and hence improvement
of their performance and products' quality follows.
g) Leadership
According to Deming's point 7, leadership emanates from knowledge,
expertise and interpersonal skills but not authority. . Also management
supports employees in their leadership development and helps them to do a
better job so as to achieve quality improvement. Some of the elements of
leadership that may influence quality improvement include: personal quality,
perceived situation, vision and mission, leader behaviours, performance, use
of tradition (Bately, 1994). According to a survey conducted in health care
(Lin, 1995), the major leadership styles are team building and participatory.
This part of question helps to determine what leadership style is used in
companies and whether leadership exists within companies.
h) Job satisfaction
According to Deming's point 8, management must encourage open, effective
communication and teamwork. Unsatisfactory job performance may be due
to lack of job security, ignorance of organisation goals, misunderstanding of
the job requirement, poor supervision and so on. Driving fear out of the
workplace involves proper management. This part of question helps to
determine whether TQM programs had any effect on job satisfaction and
employees' attitudes.
0 Barriers between departments
According to Deming's point 9, barriers do exist at all levels of management,
and within departments. Barriers also exist between the organisations and
customers or suppliers. These barriers exist because of poor communication,
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ignorance of the organisation's mission, competition, and fear and personal
jealousies. To break down the barriers, management needs a long-term
perspective. Everyone must work as a team, working toward the good of the
team. This part of the question serves to identify whether barriers exist and
the most common factors causing them.
.1) Slogans and targets
According to Deming's point 10, slogans and targets never help employees to
do a better job. They leave the employee powerless to achieve the objective,
constitute management by fear, and hence should be eliminated. This part of
question helps to determine whether companies use slogans and targets for
better work and quality.
k) Goals for management
According to Deming's point 11, goals should be set at a level that is
achievable and committed to the long-term success of the organisation. Also,
the management must have a strategy that aims at endless improvement. The
goal should also work well with the work force to reflect the new
management policies. This part of question helps to determine the company's
goals that may embrace some meaningful statements for quality
improvement.
0 Pride in workmanship
According to Deming's point 12, loss of pride in workmanship does exist in
organisations because workers may not be aware of the organisation's
mission and they are improperly trained, lack supervision and resources.
Restoring pride of workmanship requires a long-term commitment by
management. By restoring pride, everyone in the organisation will be
working for the common goal. This part of question helps to determine
whether the companies create an atmosphere in which productivity and
quality can improve and employees can feel proud of their work, and
determine the factors that affected the employee's behaviour.
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m) Management transformation
According to Deming's point 13, management has to accept responsibility for
continuous improvement of the processes. It has to create a corporate
structure in order to implement the philosophy. An organisational cultural
change is required. Top management commitment is required to put
everyone in the company working to accomplish this transformation. This
transformation is everyone's responsibility. This part of question helps to
determine whether the top management desire to change or not. Continuous
improvement must need the support of top management, which must feel
dissatisfaction with past performance and must have the courage to change.
8.3	 Design of Questionnaire for Business Management Strategies using
Confucius Philosophy
Cleary (Cleary, 1991) in his book 'The Essential Confucius: The heart of
Confucius' teachings in Authentic I Ching order' comments "the major obstacle
to absorbing the ideas of Confucius is the unsystematic arrangement of the
Analects. The ancient Chinese would learn the whole collection by memory.
Because they were dealing with aphoristic material, and doing so in a manner that
required individualised study, they may not have cared very much about the order
in which the sayings were written down. But this feature of the book poses a
problem to the efficiency-oriented Western mind operating within a more
restricted pattern of time."
As Cleary (Cleary, 1991) put it, "Confucius worked for the revitalisation of
culture in its role as a means of cultivating human feelings and maintaining the
integrity and well-being of a people. He envisioned a social order guided by
reasonable, humane, and just sensibilities, not by the passions of individuals
arbitrarily empowered by hereditary status, and warned of the social
consequences if men in positions of power considered personal profit and
advantage over public humanity and justice. Confucius believed in the
regeneration of public and private consequence through education and the
influence of unifying cultural ideals."
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During the question design process, the twenty books of The Analects of
Confucius were researched and identified with the good characters and
behaviours as discussed in Chapter 5. The Great Learning, one of the four most
prestigious Chinese books like The Analects of Confucius, specifies that
cultivating individual; harmonising family and governing nations would bring
peace to the whole world. The following sections intend to highlight the
scenarios of how the questionnaire was designed. The Confucius' sayings being
quoted are the most commonly known philosophy to most Chinese people. These
sayings become the Chinese idioms that teach people the cultivation of characters
and behaviours. They were identified and then applied to the business world as
some business management practices and strategies.
The questionnaire was designed and the respondents were asked to rank the
orders of importance of these business management practices and strategies under
the influences of Confucius philosophy in Hong Kong. These were put on a five-
point scale from 1 to 5. The "1" is regarded as not important, "2" below average
important, "3" average important, "4" very important and "5" extremely
important to business management practice and strategy.
The following sections outline the understanding of the twenty-four characters
and behaviours with the best-quoted Confucius' sayings being referenced and the
most popular Chinese idioms that form the basis of the questions. The complete
questionnaire itself is shown at the end of the Appendix E that also includes the
analysis. The quoted references are the reference to the twenty Books of The
Analects of Confucius.
a) Cultivation of Individual Behaviours
1.	 Learn: Study for the purpose of application
The Master said, "To learn and at due times to repeat what one has learnt, is that not after all a
pleasure? Those friends should come to one from afar, is this not after all delightful? To remain
un-soured even though one merits are unrecognised by others is that not after all what is
expected of a gentleman?" (Book 1,1)
The Master said, "He who learns but does not think is lost. He who thinks but does not learn is in
great danger " (Book 2,15)
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Tzu-hsi said, "The energy that a man has left over after doing his duty to the State, he should
devote to study; the energy that he has left after studying, he should devote to service of the
State." (Book 19,13)
For the cultivation of individual characters and behaviours, people should plan to
strengthen and improve themselves continuously. Confucius believed that people
should study and learn a variety of subjects so as to deepen the human
understanding. Through study and learning processes, people could prepare
themselves for a greater social responsibility. The role of this education process
was the enhancement of the individuals and eventually the success of the groups -
family, community, and nation - to which the individual belonged. The three
quoted Confucius' sayings highlight that learning gives pleasure, learning
initiates and generates thinking and further thinking, and learning leads to better
job prospects and all people should further enhance themselves through learning.
The proper attitude of learning is to study the knowledge and review what was
learnt from time to time, and to have an insatiable desire to learn. One can
discover ignorance only through learning. Learning is like Towing upmxeam ., if it
is not to advance will drop back. Knowledge is infinite; there is no limit to the
knowledge. Confucius emphasised the need of knowledge, as evidence in his
lifelong commitment to education and mental development. The purpose of
acquiring knowledge is in the application to the virtues of humanity, justice, and
courtesy. As the business management practice and strategy on Confucius
philosophy, people should "study for the purpose of application" in business,
industry and all walks of life.
2.	 Trust: Keep a promise
The Master said, "I do not see what use a man can be put to, whose word cannot be trusted. How
can a wagon be made to go if it has no yoke-bar or a carriage, if it has no collar-bar?" (Book 2,
22)
Tzu-hsia said, "A gentleman obtains the confidence of those under him, before putting burdens
upon them. If he does so before he has obtained their confidence, they feel that they are being
exploited. It is also true that he obtains the confidence (of those above him) before criticising
them. If he does so before he has obtained their confidence, they feel that they are being
slandered." (Book 19,10)
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For the cultivation of individual characters and behaviours, mutual trust and
understanding are essential in dealing with business and that would help building
up confidence with each other. In order to achieve that confidence level; "keep a
promise" is something absolutely essential. In any organisation, having a mutual
trust relationship between the management and employees would generate better
understanding, further co-operation and self-initiation, hence provide better
quality products and services.
3. Moral conduct: Be of noble character and high prestige
Tzu-chang said, "He who sides with moral force (te) but only to a limited extent, who believes in
the Way, but without conviction--how can one count him as with us, how can one count him as not
with us?" (Book 19,2)
Tzu-hsia said, "So long as in undertakings of great moral import a man does not 'cross the
barrier,' in undertakings of little moral import he may `come out and go in. " (Book 19,11)
For the cultivation of individual characters and behaviours, Confucius believed
the moral foundation of social order must rest on the primary virtue of humanness
or humanity (Cleary, 1991). The Analects of Confucius, however, did not provide
a clear definition of humanity. Its simplest form may be to love people. People
are expected, through cultivation of the individuals, to have moral integrity and
moral conduct. Those who are in high position or government officials are
expected to rule by virtue and have benevolent rules. They are expected to have
noble character and high prestige or enjoy high prestige and command universal
respect. Top management is expected to have both ability and integrity. To
achieve this high level of moral integrity, people in the community or
organisation would be of one heart and one mind, with high team spirit and good
contribution to the organisation. As the business management practice and
strategy on Confucius' philosophy, top management should "be of noble
character and high prestige", that would gain tremendous benefit and high respect
in the business circle.
4. Wisdom: Make a sensible selection
The Master said, "It is only the very wisest and the very stupidest that cannot change." (Book
1Z3)
Page 142
Chapter 8	 Design of Questionnaire for Surveys
Confucius' disciples asked what did he mean by knowledge. Confucius called it
"knowing people", placing it in the context of his field of concern, and seeking to
understand human character and the results of individual and collective behaviour
in private and public life. In it highest development, knowledge was to become
wisdom, able to comprehend particulars through a unified insight (Cleary, 1991).
For the cultivation of individual characters and behaviours, Confucius expected
people, in particular those in the management and top level, to have both wisdom
and virtue so that they could win the people's confidence and trust. As the
business management practice and strategy on Confucius' philosophy, top
management have the wisdom that enable them to "make a sensible selection", in
particular in the competitive business environment.
5. Word and deeds: Suit the action to the word
The Master said; "I have never yet seen a man who was truly steadfast. Someone answered
saying, 'Shen Ch'eng.' The Master said, Ch'eng! He is at the mercy of his desires. How can he
be called steadfast?" (Book 5,10)
Tzu-kung asked about the true gentleman. The Master said, "He does not preach what he
practises till he has practised what he preaches." (Book 2,13)
For the cultivation of individual characters and behaviours, Confucius expected
that promises must be kept and action must be resolute. People should always be
true in word and resolute in deed. Whenever one speaks; one speaks to the point
and true to one's word. One should never exaggerate or overstate the fact and
talk about anything frivolously. As the business management practice and
strategy on Confucius' philosophy, top management must "suit the action to the
word", both to external customers and internal employees. Chinese business
people in business are well known for the truth in their words. Once they
promise anything, they will treat that as the contract and act on that accordingly.
b) Cultivation of Professional Ethics
6. Benevolence: Be benevolent and see benevolence
The Master said, "Without Goodness a man cannot for long endure adversity, cannot for long
enjoy prosperity." The Good Man rests content with Goodness; he that is merely wise pursues
Goodness in the belief that it pays to do so. (Book 4,2)
Yen Hui asked about Goodness. The Master said, " 'He who can himself submit to ritual is
Good.' If (a ruler) could for one day 'himself submit to ritual,' everyone under Heaven would
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respond to his Goodness. For Goodness is something that must have its source in the ruler
himself. it cannot be got from others."
Yen Hui said, "I beg to ask for the more detailed items of this (submission to ritual)." The Master
said; "To look at nothing in defiance of ritual, to listen to nothing in defiance of ritual, never to
stir hand or foot in defiance of ritual." Yen Hui said, "I know that Jam not clever; but this is a
saying that, with your permission, I shall try to put into practice." (Book 12,1)
Jan Jung asked about Goodness. The Master said; "Behave when away from home as though you
were in the presence of an important guest. Deal with the common people as though you were
officiating at an important sacrifice. Do not do to others what you would not like yourself Then
there will be no feelings of opposition to you, whether it is the affairs of a State that you are
handling or the affairs of a Family."
Jan Yung said, "I know that lam not clever; but this is a saying that, with your permission, I shall
try to put into practice." (Book 12,2)
For the cultivation of individual ethics, Confucius expected benevolent people to
be kind, merciful and humane. Benevolence, as Confucius believed, is the moral
foundation of virtue in humanity. Humanity, justice and virtue are the moral
behaviours of benevolent people. As the business management practice and
strategy on Confucius' philosophy, top management should "be benevolent and
see benevolence". Companies may wish to consider their impact on the society,
the feedback from people both inside and outside for continuous improvement
and enhancement.
7.	 Righteousness: Speak out sternly from a sense of justice
The Master said, "A gentleman takes as much trouble to discover what is right as lesser men take
to discover what will pay." (Book 4,16)
The Master said, "The gentleman who takes the right as his material to work upon and ritual as
the guide in putting what is right into practice, who is modest in setting out his projects and
faithful in carrying them to their conclusion, he indeed is a true gentleman." (Book 15,17)
For the cultivation of individual ethics, Confucius also emphasised the virtue of
justice that might be considered as the principle of the person that could never be
moved or distracted by profit and advantage. For those people who are in high
positions, they must be righteous and not shirk their duty. As the business
management practice and strategy on Confucius' philosophy, people should
"speak out sternly from a sense of justice" for any malpractice in business
operation such as corruption. Companies should consider the long-term impact
to the community; they are duty-bound to reveal the situation otherwise business
operations will no longer enjoy the clean and fair business environment that both
local and international investors have had for years.
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8. Courtesy: Treat people with due respect
Yen Hui asked about Goodness. The Master said, "He who can himself submit to ritual is Good.'
If (a ruler) could for one day 'himself submit to ritual,' everyone under Heaven would respond to
his Goodness. For Goodness is something that must have its source in the ruler himself; it cannot
be got from others."
Yen Hui said, "I beg to ask for the more detailed items of this (submission to ritual)." The Master
said, "To look at nothing in defiance of ritual, to listen to nothing in defiance of ritual, never to
stir hand or foot in defiance of ritual." Yen Hui said, "I know that Jam not clever; but this is a
saying that, with your permission, I shall ay to put into practice." (Book 12,1)
The master said, "Ritual, ritual! Does it mean no more than presents of jade and silk? Music,
music! Does it mean no more than bells and drums?" (Book 1Z 11)
Confucius emphasised the importance of the virtue of etiquette. Etiquette
includes mannerly behaviours in daily life, ceremonial attendance, and protocol
for business and international relations and courtesy for official occasions.
People are expected to be refined and courteous.
As the business management practice and strategy on Confucius' philosophy,
people should "treat people with due respect". In business social events, top
management should have proper etiquette and any discourtesy would do harm Co
the image of the organisation. Top management with good social skill should
give precedence to people out of courtesy that demands reciprocity. Top
management should also be courteous to the wise and condescending to the
scholarly that the best-qualified people would serve the organisation. All people
work in the organisation should have the sense of propriety, justice, honesty and
honour that would bring harmony and co-operation to the organisation.
9. Question: Do not feel ashamed to ask and learn
Yuan Ssu asked about compunction. The Master said, "When a country is ruled according to the
Way, (the gentleman) accepts rewards. But when a country is not ruled according to the Way, he
shows compunction in regard to rewards." (Book 14,1)
Confucius encouraged people to ask questions about that they did not understand
and that would be regarded as the most appropriate way to learn. As the business
management practice and strategy on Confucius' philosophy, people should "not
feel ashamed to ask and learn" in particular asking someone who is more junior
in ranking. An old Chinese saying said whoever is more knowledgeable than you
will be your master.
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10. Forgive: Forgive someone
The Master said, "Shen! My Way has one (thread) that runs right through it." Master Tseng
said, "Yes." When the Master had gone out, the disciples asked, saying what did he mean?
Master Tseng said; "Our Master's Way is simply this: loyalty and consideration." (Book 4,15)
Tzu-kung asked saying, "Is there any single saying that one can act upon all day and every day?"
The Master said, "Perhaps the saying about consideration: Never do to others what you would
not like them to do to you." (Book 15,23)
Confucius emphasised his simple way in dealing with people was to be loyal and
considerate. As the business management practice and strategy on Confucius'
philosophy, people should "forgive someone" on whatever was done wrong to
them and be considerate. In any organisation, loyalty and consideration with
mutual trust and understanding will resolve most of the problem issues, in
particular, human relations. In dealing with business outside the organisation,
more consideration of the business party will further promote co-operation in
business.
c) Regulate and Harmonise a Family
11. Filial Piety: Show filial obedience
Meng I Tzu asked about the treatment of parents. The Master said; "Never disobey!" When Fan
Ch'ih was driving his carriage for him, the Master said, "Meng asked me about the treatment of
parents and I said, Never disobey!" Fan Ch'ih said; "In what sense did you mean it?" The
Master said; "While they are alive, serve them according to ritual. When they die, bury them
according to ritual and sacrifice to them according to ritual." (Book 2,5)
Master Yu said, "Those who in private life behave well towards their parents and elder brothers,
in public life seldom show a disposition to resist the authority of their superiors. And as for such
men starting a revolution, no instance of it has ever occurred. It is upon the trunk that a
gentleman works. When that is firmly set up, the Way grows. And surely proper behaviour
towards parents and elder brothers is the trunk of Goodness?" (Book 1,2)
Confucius considered that among those hundreds of virtues, filial piety was the
most important one. People should treat their parents well in their private life.
As the business management practice and strategy on Confucius' philosophy,
people should "show filial obedience" and pay respect to their seniors. It does
not mean that people should follow what has gone wrong or something improper.
To harmonise different departments within organisations, special events should
be held regularly with family participation that will enhance the situations.
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12. Sincerity: Express earnestly and sincerely
Master K'ung said, "The gentleman has nine cares. In seeing he is careful to see clearly, in
hearing he is careful to hear distinctly, in his looks he is careful to be kindly; in his manner to be
respectful, in his words to be loyal, in his work to be diligent. When in doubt he is careful to ask
for information; when angry he has a care for the consequences, and when he sees a chance of
gain, he thinks carefully whether the pursuit of it would be consonant with the Right." (Book
16,10)
Sincerity, faithfulness and truthfulness are the glues that bind the virtues of
humanity, justice, courtesy and wisdom together in Confucius' philosophy.
People are expected to show their good faith and sincerity in all their works and
review the present situations and positions. As the business management practice
and strategy on Confucius' philosophy, people should behave and "express
earnestly and sincerely" showing their good faith in business.
13. Thrift: Be economical with one's money
Wealth and rank are what every man desires; but if they can only be retained to the detriment of
the Way he professes, he must relinquish them. Poverty and obscurity are what every man
detests; but if they can only be avoided to the detriment of the Way he professes, he must accept
them. The gentleman who ever parts company with Goodness does not fulfil  that name. Never for
a moment does a gentleman quit the way of Goodness. He is never so harried but that he cleaves
to this; never so tottering but that he cleaves to this. (Book 4,5)
Thrift is considered to be one of the main reasons for the Chinese having large
reserves in the past years. As the business management practice and strategy on
Confucius' philosophy, people should "be economical with one's money" and
care about spending.
14. Reception: Reception and hospitality
The Master said, "In serving his father and mother a man may gently remonstrate with them. But
if he sees that he has failed to change their opinion, he should resume an attitude of deference
and not thwart them; he may feel discouraged, but not resenul." (Book 4,18)
The Master said, "While father and mother are alive, a good son does not wander far afield; or if
he does so, goes only where he has said he was going." (Book 4,19)
As the business management practice and strategy on Confucius' philosophy,
people should show their "reception and hospitality" to other people like treating
their own parents.
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15. Respect: Respect senior generation and eldest
Of the saying, The word "sacrifice" is like the word "present"; one should sacrifice to a spirit
as though that spirit was present,' the Master said, If! am not present at the sacrifice, it is as
though there were no sacrifice. (Book 3,12)
As the business management practice and strategy on Confucius' philosophy,
people should show their respect to others' contributions like showing "respect to
their senior generation and eldest".
d) Manage the State
16. Govern: Rule the state well, give people peace and security
Tzu-chang asked Master K'ung, saying, "What must a man do, that he may thereby be fitted to
given the land?" The Master said, "He must pay attention to the Five Lovely Things and put
away from him the Four Ugly Things." Tzu-chang said, "What are they, that you call the Five
Lovely Things?" The Master said, "A gentleman can be bounteous without extravagance, can get
work out of people without arousing resentment, has longings but is never covetous, is proud but
never insolent, inspires awe but is never ferocious."
Tzu-chang said, "What is meant by being bounteous without extravagance?" The Master said,
"If he gives to the people only such advantages as are really advantageous to them, is he not
being bounteous without extravagance? If he imposes upon them only such tasks ., as they are
capable of performing, is he not getting work out of them without arousing resentment? If what
he longs for and what he gets is Goodness, who can say that he is covetous? A gentleman,
irrespective of whether he is dealing with many persons or with few, with the small or with the
great, never presumes to slight them. Is not this indeed being 'proud without insolence'? A
gentleman sees to it that his clothes and hat are put on straight, and imparts such dignity to his
gaze that he imposes on others. No sooner do they see him from afar than they are in awe. Is not
this indeed inspiring awe without ferocity?"
Tzu-chang said, "What are they, that you call the Four Ugly Things?" The Master said, "Putting
men to death, without having taught them (the Right); that is called savagery. Expecting the
completion of tasks, without giving due warning; that is called oppression. To be dilatory about
giving orders, but to expect absolute punctuality, that is called being a tormentor. And similarly,
though meaning to let a man have something, to be grudging about bringing it out from within,
that is called behaving like a petty functionary." (Book 20,2)
Tzu-kung asked about government. The Master said, "Sufficient food, sufficient weapons, and the
confidence of the common people." Tzu-kung said, "Suppose you had no choice but to dispense
with one of these three, which would you go for?" The Master said, "Weapons." Tzu-kung said,
"Suppose you were forced to dispense with one of the two that were left, which would you go
for?" The Master said; "Food." For from of old death has been the lot of all men; but people
that no longer trust its rulers are lost indeed. (Book 12,7)
As the business management practice and strategy on Confucius' philosophy,
management should appreciate how to "rule the state well and give people peace
and security" through fully understanding the "five lovely and four ugly things".
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17. Communication: Good communication between senior and junior
Duke Ting asked for a precept concerning a ruler's use of his ministers and a minister's service
to his ruler. Master K'ung replied saying, "A ruler in employing his ministers should be guided
solely by the prescriptions of ritual. Ministers in serving their ruler, solely by devotion to his
cause." (Book 3,19)
As the business management practice and strategy on Confucius' philosophy,
people should understand how to maintain "good communication between the
senior and junior". The precept is "prescription of ritual and devotion" that will
help maintain good communication between them.
18. Loyal: Be loyal and devoted to work
Tzu-chang asked about getting on with people. The Master said, "Be loyal and true to your every
word, serious and careful in all you do; and you will get on well enough, even though you find
yourself among barbarians. But if you are disloyal and untrustworthy in your speech, frivolous
and careless in your acts, even though you are among your own neighbours, how can you hope to
get on well? When standing, see these principles ranged before you; in your carriage, see them
resting on the yok. Then you may be sure that you will get on." Tzu-chang accordingly inscribed
the maxim upon his sash. (Book 15,5)
As the business management practice and strategy on Confucius' philosophy,
people should be "loyal and devoted to work"; that is be loyal and true to every
word, serious and careful in all the work done.
19. Team effort: Plan and work jointly and co-operatively
When the Master said, "He who holds no rank in a State does not discuss its policies." Master
Tseng said; "A true gentleman, even in his toughest, never departs from what is suitable to his
rank " (Book 14,27-28)
As the business management practice and strategy on Confucius' philosophy,
people should "plan and work jointly and co-operatively" in their own positions
and capacities.
20. Reward and punishment: Proper incentives and punishment
The Master said, "In serving one's prince one should be intent upon the task, and not bent upon
the pay." (Book 15,37)
As the business management practice and strategy on Confucius' philosophy, people
should put serving the organisation well as their first priority and their own prospects
as the latter consideration. "Proper incentives and punishment" schemes such as
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awards, recognition of contributions should be used for the employees'
encouragement purposes.
e) Rule the Whole Country and Bring Peace to the World
21. Integrity: Maintain integrity even under severe and desperate conditions
The Master said, "To have faults and to be making no effort to amend them is to have faults
indeed!" (Book 15,29)
As the business management practice and strategy on Confucius' philosophy,
people should "maintain integrity even under severe and desperate conditions".
To be the top management in the organisation requires high moral principles and
integrity with great respect and trust from the business partners, subordinates and
employees.
22. Honest and clean: Be honest and clean in performing duties
The Master said, "To assume an outward air of fierceness when inwardly trembling is (to take a
comparison from low walks of life) as dishonest as to sneak into places where one has no right to
be, by boring a hole or climbing through a gap." (Book 1Z12)
The Master said; "The knight of the Way who thinks only of sitting quietly at home is not worthy
to be called a knight." (Book 14,3)
Tzu-lu came to the Master and said indignantly, "Is it right that even gentlemen should be
reduced to such straits?" The Master said, "A gentleman can withstand hardships; it is only the
small man whom, when submitted to them, is swept off his feet." (Book 15,1)
As the business management practice and strategy on Confucius' philosophy,
people should "be honest and clean in performing duties" even if they have to
withstand hardship. Some people who are incapable of carrying out their work
should be honest to people and make known the truth. Being honest and clean
are the most essential virtues for people at the top management positions.
23. Observe regulation: Observe rules and regulations
The Master said, "If the ruler himself is upright, all will go well even though he does not give
orders. But if he himself is not upright, even though he gives orders, they will not be obeyed."
(Book 13,6)
The Master said, "Only if the right sort of people had charge of a country for a hundred years
would it become really possible to stop cruelty and do away with slaughter " How true the
saying is! (Book 13,11)
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Duke Ai asked; "What could I do in order to get the support of the common people?" Master
K'ung replied, "If you raise up the straight and set them on top of the crooked, the commoners
would support you. But if you raise the crooked and set them on top of the straight, the
commoners will not support you." (Book 2,19)
The Master said, "Govern the people by regulations, keep order among them by chastisements,
and they will flee from you, and lose all self-respect. Govern them by moral force, keep their self-
respect and they will come to you of their own accord." (Book 2,3)
As the business management practice and strategy on Confucius' philosophy,
people should "observe rules and regulations". Top management should set an
example in following the rules and regulations in the organisations. Good
management would help reinforce rules and regulations; however, they should
use moral force and keep the people's self-respect.
24.	 Proper title: Be perfectly justifiable
The wife of the ruler of a State is referred to by the ruler as 'That person.' She refers to herself as
'Little Boy.' The people of the country call her 'That person of the Prince's.' When speaking of
her to people of another State the ruler calls her 'This lonely one's little prince.' But people of
another State likewise call her 'That person of the Prince's. (Book 16,14)
As the business management practice and strategy on Confucius' philosophy,
people in the organisation should "be given a proper title that is perfectly
justifiable". In doing so, top management would give proper recognition to those
people who are involved in these works.
8.4	 Design of Questionnaire for Business Management Strategies using
The Sun Tzu's The Art of War and The Thirty-six Strategies
8.4.1 Sun Tzu's The Art of War Main Themes as Business Management
Strategies
As described in Chapter 6, the thirteen Chapters of The Sun Tzu's The Art of War
were researched with the equivalent business management strategies being
identified. The following sections intend to highlight the scenarios of how these
questions were designed. The most relevant Sun Tzu's sayings quoted are most
commonly known and used by Chinese people.
This section presents the essential themes of the thirteen Chapters of Sun Tzu's
The Art of War that are related to business management strategic environment.
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The link between the Sun Tzu's flow-charting structure had been discussed in
Chapter 6 and illustrated in Table 6.1. The main themes of Sun Tzu's with their
equivalent business management strategies were further studied and developed
for their applicability in business competitive situations. These equivalent
business management strategies were used as questions of the questionnaire. The
purpose of the survey was to investigate the understanding and applicability of
these Sun Tzu's business management strategies in organisations within the Hong
Kong environment.
Based on the titles used in Krause's book "Sun Tzu The Art of War for
Executives" (Krause, 1996), the thirteen Sun Tzu's Business Management
Strategies were then proposed as shown in Chapter 6.
The details of the main themes of the thirteen chapters and their equivalent
business management strategies are presented. These business management
strategies were used and quoted in the questionnaire seeking the views of the
respondents on their general acceptance. The questionnaire was designed to ask
the respondents to rank the order of importance of those business management
practices and strategies in Hong Kong. They were put on a five-point scale from
1 to 5, which is the same as those for the questionnaire for business management
using Confucius' philosophy in section 8.3.
The Chinese-English translation of the following Sun Tzu's main themes was
based on the translation work of Luo (Luo, 1994) "Sun Tzu The Art of War".
a) Strategy 1: Planning of Strategies, Estimation and Leadership
The Chapter 1 Situation Appraisal of Sun Tzu's The Art of War has the following
main themes:
	
1.1	 What is war? It may be described as one of the most important affairs to the state.
	
1.2	 We should analyse and compare the conditions of an enemy and ourselves.
	
1.3	 Any military operation takes deception as its basic quality.
	
1.4
	 He who plans and prepares carefully will find himself in a favourable position and win
victory.
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The equivalent business and management strategies on "Planning of Strategies,
Estimation and Leadership" based on Sun Tzu's The Art of War become:
	
1.1	 Understand the actual situation; decide on the plan of actions.
	
1.2	 Analyse and compare both parties' conditions, both favourable and
unfavourable.
	
1.3	 Business is very much related to tactics and strategic planning.
	
1.4	 Correct information and proper preparation will help business make a
success.
b) Strategy 2: Resources and Competitive Actions
The Chapter 2 Waging War of Sun Tzu's The Art of War has the following main
themes:
	
2.1	 You have had enough money.
	
2.2	 We have heard of criticism of a hasty campaign, we have never seen the cleverness in
prolonging a war.
	
2.3	 He who is adept in military operations never raises an army twice.
	
2.4	 Hence a wise commander should strive to get provisions in the enemy state.
	
2.5	 The more times you defeat the enemy the stronger you will be.
The equivalent business and management strategies on "Resources and
Competitive Actions" based on Sun Tzu's The Art of War become:
	
2.1	 Make a good and realistic estimation of the actual expenses before
entering into business.
	
2.2	 Speed and quick decisions help in business.
	
2.3	 Organisation structure should be clear and effective.
	
2.4	 Not to add extra burden on the head-office for any new proposal.
	
2.5	 Unify other business by co-operation.
c) Strategy 3: Competitive Strategy and Wisdom
The Chapter 3 Strategic Attacks of Sun Tzu's The Art of War has the following
main themes:
	
3.1	 Winning a victory and subduing the enemy without fighting is the highest excellence.
	
3.2	 The best policy for the military operations is to gain victory by means of strategy.
	
3.3	 He must gain complete victory all-under-heaven.
	
3.4	 The weaker battles on stubbornly without taking its strength into account; it will surely
be conquered by the stronger.
	
3.5	 The generals assist the ruler in governing a nation.
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3.6	 Ifyou know both the enemy and yourself you will fight a hundred battles without danger
of defeat.
The equivalent business and management strategies on "Resources and
Competitive Actions" based on Sun Tzu's The Art of War become:
	
3.1	 Take over business without extra costs.
	
3.2	 Understanding strategy helps to win competition.
	
3.3	 Use wisdom and best strategy instead of aggressive tactics for success.
	
3.4	 Understand the situation and act flexibly.
	
3.5	 Decisions should be taken at appropriate company level; more delegation
of responsibility.
	
3.6	 Understand yourself and your competitor better helps you win.
d) Strategy 4: Positioning and Targeting, Strengths and Weaknesses Estimation
The Chapter 4 Disposition of the Army of Sun Tzu's The Art of War has the
following main themes:
	
4.1
	 One may foretell a victory but cannot be sure to gain victory as one wish.
	
4.2	 They can, on one hand, protect themselves and, on the other hand, win a complete
victory.
	
4.3
	 Those skilled in war always defeat the enemy that could easily be conquered.
	
4.4	 They have planned for certainty of their victory and the enemy is already destined to
defeat.
	
4.5	 He who is adept in military operations always understands the principles of war and
adopts the correct policies, so that victory is entirely in his hands.
The equivalent business and management strategies on "Positioning and
Targeting, Strengths and Weaknesses Estimation" based on Sun Tzu's The Art of
War become:
	
4.1	 Strengthen yourself before entering into competition.
	
4.2	 Attack right to the target, defence kept top secret.
	
4.3	 Beware of business and situation changes; never be content with your
position.
	
4.4	 Careful planning of the whole situation enables the business to take
control.
	
4.5	 Understand the principles of business and help to adopt the correct
policies and be successful.
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e) Strategy 5: Opportunity, Timing and Management Structure
The Chapter 5 Forces of Sun Tzu's The Art of War has the following main
themes:
	5.1	 Managing a big army is in principle the same as managing a small one; it is a matter of
organisation.
	
5.2	 During a war, the general should adopt the normal way of confronting the enemy, while
using special tactics to take the enemy by surprise.
	
5.3	 Military formations are not more than the application of special and normal tactics, but
their variations and combinations will give rise to an infinite series of manoeuvres.
	
5.4	 A general who is skilled in war can exploit his own vantage position and launch a swift
and sharp attack.
	
5.5	 He can drive the enemy about with small advantages and awaits the enemy in strength.
	
5.6	 A general can select the right persons and fully exploit the favourable situation.
The equivalent business and management strategies on "Opportunity, Timing and
Management Structure" based on Sun Tzu's The Art of War become:
	
5.1	 Good organisation helps to define clear job responsibilities.
	
5.2	 Business tactics require a flexible managing policy.
	
5.3	 Application of special and normal tactics will give rise to an infinite series
of business approaches.
	
5.4	 Move quickly to explore business opportunities.
	
5.5	 Offer some advantages and trap by strategy.
	
5.6	 Right person gets the right job.
.1) Strategy 6: Control of Market Situations and Climate
The Chapter 6 Opportunism of Sun Tzu's The Art of War has the following main
themes:
	6.1	 Appear at the place to which the enemy will not come; attack a place where the enemy
does not expect you.
6.2 That you are certain to take what you attack is because the enemy cannot fortify it. That
you are certain of success in holding what you defend is because the enemy cannot
attack it.
6.3 The offensive one takes can be so strong that the enemy cannot defend just because one
strikes at the enemy's weak point. One can withdraw without being overtaken by the
enemy just because one moves so swiftly that the enemy cannot pursue.
	
6.4	 If we expose the enemy's disposition and hide ours, we can concentrate our troops and
divide the enemy's forces.
	
6.5	 One who has few must take precautions against possible attacks everywhere; one who
has many compels the enemy to prepare against his attacks.
	
6.6	 If a general knows both the place and the time of a battle to come, he can lead his troops
to go even a thousand `li' away for a decisive battle.
	
6.7	 A victory may be made even if the enemy's troops are many. We can find a way to make
them unable to fight.
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6.8	 The way to defeat the enemy should not follow the beaten track, but change constantly
according to the enemy's changing situation.
	
6.9	 The way to fight never remains constant and water never flows in the same way.
The equivalent business and management strategies on "Control of Market
Situations and Climate" based on Sun Tzu's The Art of War become:
	
6.1	 Keep ahead of competition through innovations.
	
6.2	 Attack competitors' weak points while building on your strength.
6.3 Attack competitors' weak points with full commitment. A company
should know when to withdraw from the market to reduce loses by
withdrawing from the market at the right time.
	
6.4	 Know the competition not allowing them to know you, enabling you to
concentrate effectively.
	
6.5	 If one over-diversifies, the business can easily be challenged.
Concentrate your effort where you are strong.
	
6.6	 Know the market well for success.
	
6.7	 Even if the competition is keen, we can still win by better understanding
the market requirement and prove successful.
	
6.8	 Change constantly according to the changing market situation.
	
6.9	 Business tactics never remain constant and should take any form.
g) Strategy 7: Management of Conflict and Avoid Confrontation
The Chapter 7 Manoeuvres of Sun Tzu's The Art of War has the following main
themes:
Z1	 During the whole military process nothing is more difficult than to fight for a favourable
position with the enemy.
Z2	 There is not only disadvantage but also danger in fighting for a favourable position.
Z3	 A commander who does not understand the plots and schemes of the princes cannot
enter into alliances with them.
7.4
	 He who masters the tactics of deviation first will win victory.
7.5	 They usually use gongs, drums, flags and banners as instruments to unib) the army.
Z 6	 Keep a highly disciplined army to fight the confused enemy army.
The equivalent business and management strategies on "Management of Conflict
and Avoid Confrontation" based on Sun Tzu's The Art of War become:
7.1	 Business competition is most difficult when confronting competition
head-on.
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7.2 There is not only disadvantage but also danger in competing for a
favourable position. Inadequate preparation will lose business and market
share.
	
7.3	 Know the potential partner well before entering into join venture.
	
7.4	 Keep the vision while maintaining flexibility for short-term deviation.
	
7.5	 Motivate your people for a common goal through good communication.
	
7.6	 Strengthen the organisation and plan business strategies.
h) Strategy 8: Flexibility and Adaptability
The Chapter 8 The Nine Variations of Sun Tzu's The Art of War has the
following main themes:
	8.1	 Never launch an upward attack on the enemy who occupies high ground.
	
8.2	 A general or commander should thoroughly understand the tactical variables. Only if he
knows them well can he know military operations.
	
8.3	 A wise general must give his consideration to both favourable factors and unfavourable
factors.
8.4 There are five fatal weaknesses of a general: brave but not resourceful, cowardly on the
eve of a battle, quick-tempered easily provoked, honour is driven to reckless situation,
benevolent but hesitant and passive.
The equivalent business and management strategies on "Flexibility and
Adaptability" based on Sun Tzu's The Art of War are:
	
8.1	 Never engage in competition if you are weak.
	
8.2	 Market conditions should thoroughly be understood. Only if they are
known well can business be operated properly.
	
8.3	 Consider both favourable and unfavourable factors in business.
	
8.4	 Fatal weakness of management should be understood.
i) Strategy 9: Observing and Manoeuvring
The Chapter 9 Marches of Sun Tzu's The Art of War has the following main
themes:
	9.1
	 Be sure to stay near the valleys when going through mountains; after crossing the river
you must stay far away from it.
	
9.2	 Be sure to cross salt marshes quickly with no delay.
	
9.3	 All commanders prefer to station their troops on high ground rather than on low land.
	
9.4	 If heavy rain falls in the upper reaches of a river and forms torrents rushing down to the
lower course, never cross the river but wait until the flood subsides.
	
9.5
	 You must have a thorough search to see if there are ambushes laid or spies hiding.
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9.6	 Birds rising in flight show there are troops in ambush.
	
9.7	 When the enemy asks for a truce without advance appointment, it means that he must
have been plotting.
	
9.8	 When the enemy sees some profit but does not try to obtain it, it is because he has been
completely exhausted.
	
9.9	 Disturbance in the enemy's camp means his generals have lost their prestige and
authority.
	
9.10	 If orders are observed constantly and conscientiously, both the commander and the
soldiers will benefit and trust each other.
The equivalent business and management strategies on "Observing and
Manoeuvring" based on Sun Tzu's The Art of War become:
	
9.1	 Take the best approach during difficult market conditions and stay away
from difficult situations.
	
9.2	 Get away from a dangerous situation as quickly as possible.
	
9.3	 Observe competitors' position and plan strategy accordingIy wi'di better
reactions.
9.4 Wait until the situation is clear before re-entering into market
competition. Good and accurate decisions make proper investments in
business.
	
9.5	 Thoroughly understand the market situation to avoid potential problems
and identify pitfalls.
	
9.6	 Observe market indicators to identify potential problems.
	
9.7	 When competition proposes a joint venture without warning, it means that
he understands his strategic position.
	
9.8	 When the competitor does not explore market potential, it means he has
no extra resources.
	
9.9	 When a competitor has low morale, it means their leadership is poor.
Prestige and authority of senior management are both essential.
9.10 If everyone does what they should do diligently both the management and
workforce benefit and trust each other, and have a good relationship.
.1) Strategy 10: Competitive Situations and Causes of Failure
The Chapter 10 Terrain of Sun Tzu's The Art of War has the following main
themes:
10.1	 If the enemy is unprepared, you will defeat him.
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10.2	 If you occupy such a ground that is narrow or constricted, you should block the narrow
passes with strong garrisons and wait for the enemy there.
10.3 A general should know six situations that point to the defeat of his army, these situations
cannot be attributed to natural disasters, and they are the faults of the generals, which
are not inevitable.
	
10.4	 Terrain is an important aid to a commander in military operations.
	
10.5	 A great commander advances without seeking personal fame and gain, retreats without
shirking responsibility.
	
10.6	 If he dearly loves his persons as he does his own beloved sons, they will be willing to die
with him in battle.
	
10.7	 A general who is skilled in military operations moves his troops without losing his
direction and purpose and acts with unlimited resources and adaptations.
The equivalent business and management strategies on "Competitive Situations
and Causes of Failure" based on Sun Tzu's The Art of War become:
10.1 Gain advantages over the competition when they are unprepared.
10.2 Attack the competitors when they have little room for manoeuvre.
10.3 Management should know of their weaknesses that could lead to business
failure.
10.4 Market situations help decision-making.
10.5 A good manager takes the business advantage without taking personal
fame and gain and admits failure without shirking responsibility.
10.6 Treat your employees like your family and they will share your vision.
10.7 A skilled manager reallocates his resources without losing his direction
and purpose.
k) Strategy 11: Competitive Conditions and Offensive, Alliance and Vision
Strategy
The Chapter 11 The Nine Types of Battlegrounds of Sun Tzu's The Art of War
has the following main themes:
	11.1	 Ground can be classified into nine geographical positions according to the way of using
military operations.
	
11.2	 In a position where the three neighbouring states meet, and whoever first gets control of
one will gain the support of other neighbouring state.
	
11.3	 Never in a dispersive land; fight a last-ditch battle in desperate ground.
	
11.4	 The skilled generals would advance when it was to their advantage and halt when
situations were unfavourable.
11.5 The essence of military operations is speed, taking advantage of the enemy's un-
preparedness, going by routes he does not expect and attacking him where he is not on
guard.
	
11.6	 Nourish your persons and do not exhaust them; keep them in high morale and conserve
their energy.
	
11.7	 If there is no choice but to fight a desperate battle, they will co-operate closely and
consciously follow your direction.
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11.8	 Those who are skilled in military operations should be as dextrous as the shuairan, the
snake of Mount Chang.
	
11.9	 Uniting the soldiers to fight bravely depends on good management and command.
11.10 In commanding an army, a general must have a mind that is serene and unfathomable.
He must administrate his troops in an impartial and upright manner.
11.11 A general who leads his troops to fight a decisive battle should cut off all means of
retreat. He should make his troops understand they have no alternatives.
11.12 The way to make war in the enemy's state is as follows: the deeper your troops penetrate
into hostile territory, the more they concentrate their spirit to fight.
11.13 Unibl the will of your soldiers.
11.14 A general who is ignorant of the intention of the neighbouring princes cannot form
alliances with them.
11.15 A state with such an invincible army does not need to seek alliances with other states.
11.16 You can command thousands upon thousands of horses and persons as if you were
leading a single man.
11.17 At first assume the coyness of a maiden and when the enemy gives you an opening,
attack him as swiftly as running hare.
The equivalent business and management strategies on "Competitive Conditions
and Offensive Strategy, Alliance and Vision" based on Sun Tzu's The Art of War
become:
11.1 Competitive situations can be different according to the way business is
conducted.
11.2 By making a market alliances, stronger market control and strategy will
be obtained.
11.3 Never attack your competitor when your resources are not focused.
11.4 The skilled managers would advance when it was to their advantage and
halt when situations were unfavourable.
11.5 Be Aware of the business situation and react speedily using innovative
approaches and attack competitors' weaknesses.
11.6 Care and look after your people.
11.7 Make business urgent to ensure co-operation and alignment of vision.
11.8 Those who are skilful in business should ensure all the resources work
together in co-operation.
11.9 Alignment of the company workforce to the vision depends on good
management.
11.10 The leader of a company should have a mind that is serene and
unfathomable. He must administrate his workforce in an impartial and
upright manner.
11.11 The leader of a company should demonstrate his commitment to the
workforce and remain true to this commitment in all he does.
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11.12 The more successful the business, the more motivated the workforce will
be towards their work and make contributions.
11.13 Align the workforce to the vision of the company.
11.14 A company that does not understand the intention of potential partners
cannot form alliances with them.
11.15 If a company is strong, it does not need to seek alliances.
11.16 Unify the thinking of all people and make them work for you.
11.17 Appear not to be strong, but when opportunities arise, launch the business
attack.
1) Strategy 12: Destroying and Decision
The Chapter 12 Attacking with fire of Sun Tzu's The Art of War has the following
main themes:
	
12.1	 There are suitable seasons to launch afire attack and suitable days for starting afire.
	
12.2	 If you start a fire from up-wind, never launch an attack from down-wind.
12.3 Any army must know about the varying situations under the five ways of fire attack and
keep waiting for a suitable time.
	
12.4	 To win a battle and capture the spoils but to fail to consolidate such achievements
forebode danger. For it is a waste of effort.
	
12.5	 A state that has perished can never revive, nor can a person who has died be brought
back to life.
The equivalent business and management strategies on "Destroying & Decision"
based on Sun Tzu's The Art of War become:
12.1 Key to success is recognising good opportunities.
12.2 Always stay ahead of your competitors.
12.3 Remain flexible and adapt in accordance with the changing situation.
12.4 Build on past achievement. Never sit on the present situation and
continuously innovate.
12.5 A simple mistake could ruin the whole business; take everything seriously
because once a company has perished, it cannot be revived.
m) Strategy 13: Intelligence and Information
The Chapter 12 Intelligence and Information of Sun Tzu's The Art of War has the
following main themes:
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13.1	 A general is ignorant of the enemy situation; he may waste resources and be devoid of
humanity. He should employ spies.
	
13.2	 An able general achieves extraordinary accomplishments because they can foresee the
development of war. Such foreknowledge cannot be obtained from ghosts and spirits; it
must be obtained from the people who clearly know the enemy's situations.
	
13.3	 When you use the five kinds of secret agents simultaneously, the enemy cannot know the
principle of their operation. It is divinely intricate and becomes the greatest magic
weapon for the sovereign to defeat the enemy.
	
13.4	 There is no place where espionage is impossible.
	
13.5	 You must know and instruct your spies to investigate names, etc., in detail.
13.6 You must ascertain those enemy spies who have been sent to conduct espionage against
you. Bribe them, exhort and release them to serve you. At last, they will become
converted spies and work for you.
	
13.7	 Use the intelligent persons as spies and achieve great tasks.
The equivalent business management strategies on "Intelligence and
Information" based on Sun Tzu's The Art of War become:
13.1 Ignorance of the competitor's situation is an ignorance danger that may
lead to wasted resources.
13.2 Achieve extraordinary accomplishments by good management of people
who clearly understand the market situation.
13.3 Use many ways of gathering information from the market, this will help
to hide your intention from competition, and helps to make wise
decisions.
13.4 Information gathering is always possible.
13.5 Detailed information of the market is essential.
13.6 Recognise and try to recruit talented people to work for your company.
13.7 Recognise talented people's achievement in your company to achieve
great tasks.
8.4.2 The Thirty-six Strategies as Business Management Strategies
Cleary (Cleary, 1991) in his book "The Japanese Art of War: Understanding the
Culture of Strategy" outlines the Thirty-six strategies used by Japanese in
business and negotiations. Brahm (Brahm, 1995) in his book "Negotiating in
China 36 Strategies" also presented the Thirty-six strategies that Western
investors should be acquainted with when doing business in China. These two
presentations are identical in meaning with different translations of these
proverbs.
1. Strategy for Ensuring Win	 (From strategy 1 to 6)
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2. Strategy for Planning Opportunism (From strategy 7 to 12)
3. Strategy for Waging War (From strategy 13 to 18)
4. Strategy for Confusing Enemy (From strategy 19 to 24)
5. Strategy for Alliances (From strategy 25 to 30)
6. Strategy for Defeating (From strategy 31 to 36)
These business and management strategies based on The Thirty-six Strategies
were then used and quoted in the questionnaire seeking the views of the
respondents on this general acceptance. The same five-point scale from "1" to
"5" is used similar to the previous Confucius' and Sun Tzu's Surveys. Cleary and
Brahm give two slightly different Chinese-English translations of The Thirty-six
Strategies.
Brahm (Brahm, 1995) in his book 'Negotiating in China 36 Strategies' presents
the thirty-six strategies and translates as follows.
a) Strategy for Ensuring Win
1. Cross the sea by deceiving the sky
• To hide secrets in the obvious to avoid detection.
2. Besiege Wei to rescue Zhao
• To attack an adversary's weakest point, divide and rule.
3. Kill with a borrowed knife
• To make use of someone else's resources to do your job.
4. Relax and wait for the adversary to tire himself out.
• To use patience to wear down the adversary
5. Loot a burning house.
• To exploit and capitalise on an opportunity at the expense of your
adversary's chaotic situation.
6. Make a feint to the east while attacking in the west.
• To confuse your adversary's command, and mislead your
adversary.
b) Strategy for Planning Opportunism
7. Create something out of nothing.
• Turn something that was not sustained into reality.
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8. Pretend to advance down one.
• To distract the enemy by making a deliberate gesture to attack in
one direction while attacking in another where the enemy does not
defend.
9. Watch the fire burning from across the river.
• To allow your adversaries to fight the enemy themselves while
you rest and observe, and defeat the exhausted survivor.
10. Conceal a dagger in a smile.
• To make your adversary relax and unaware of your enmity, hide
hostility under friendliness.
11. Sacrifice the plum for the peach.
• If need be, sacrifice the less important in order to preserve the
vital; substitute one thing for another.
12. Take a goat in passing.
• To capitalise on your adversary's negligence or incompetence
when the choice is right.
c) Strategy for Waging War
13. Beat the grass to startle the snake.
• Do not tip off your adversary
14. Raise a corpse from the dead.
• To use something dead to achieve your own ends.
15. Lure the tiger out of the mountain.
• To have your adversaries deploy their strongest element away
from their defence base.
16. Let the adversary off in order to snare him.
• Do not arouse your adversary's spirit to fight back.
17. Cast a brick to attack a jade.
• To use a bait to catch something big.
18. To catch bandits, nab their ringleader first.
• Shoot at the horse first in order to shoot the rider.
d) Strategy for Confusing Enemy
19. Remove the fire from under the cauldron.
• To wear down your adversary's resources first before attacking
him; get radical measures, effect a permanent cure.
20. Catching fishes from troubled water.
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• Fish feel lost and disillusioned in troubled waters; therefore, they
become easy prey. Create a chaotic and panicky situation, the
adversary can neither think nor see clearly to respond to the
pressing situation.
21. The cicada sheds its shells.
• When escaping, do so secretly without making it public. Develop
a false stronghold to deter the adversary from attacking, then
secretly leaving an empty nest.
22. Fasten the door to catch a thief.
• To destroy a weak adversary completely, leave no loophole for
escape; to use total encirclement. If you allow a weak adversary to
escape, he may make a comeback in the future.
23. Be friend a distant state while attacking a neighbouring state.
• Adversaries at a distance can be a temporal ally. Do not attempt to
take on too many enemies at any one time. Another similar idiom
states that a far away supply is no good in saving a nearby fire.
The immediate danger needs to be taken care of first. If there is no
short term, there is no longer term to consider.
24. Borrow a safe passage to conquer the Kingdom of Guo.
• Help the weak when the weak is not threatening so as to win over
their support. Mere talk will not save the weak; action speaks
louder than words.
e) Strategy for Alliances
25. Steal the beams and pillars and replace them with rotten timber.
• To sabotage, incapacitate, or destroy your adversary by removing
his key support.
26. Point at the mulberry but causes the locust.
• To make use of a subject as a pretext to express one's objections.
27. Play dumb.
• To let your adversary underestimate your capabilities.
28. Remove the ladder after your ascent.
• To lure an adversary into a trap, and then cut him off.
29. Decorate the tree with fake blossoms.
• To exaggerate in order to mislead your adversary, letting him
believe that you are very strong.
30. Turn yourself into a host from being a guest.
• To exchange place/ position; reverse the situation.
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J) Strategy for Defeating
31. Use a beauty to ensnare a man.
• To intoxicate or indulge your adversary with a time/ energy
adsorbing activities thereby diminishing his spirit to fight.
32. Open the gate of an un-defended city.
• To generate doubts in adversary's camp by presenting something
that is really simple; let the adversary overestimate your
capabilities.
33. Use adversary's spies to sow disorder in your adversary's camp.
• To spread wrong information; sow distrust or dissension among
your adversaries; sow distrust or discord among one's enemies
through one's counterespionage.
34. Inflict pain on oneself in order to infiltrate adversary's camp and win
the confidence of the enemy.
• To absorb loss in order to win trust; inflicting an injury on oneself
to win confidence.
35. Lead your adversary to China together with worships.
• To turn your adversary's strength into weakness; lead your
adversary on until they fall by their pride; now also means, a set of
interlocking stratagem (series of stratagems) leading your
adversary to defeat.
36. Retreat is the best option.
• Opting out; not participating / not playing the game that your
adversary wants you to play.
Cleary (Cleary, 1991) in his book 'The Japanese Art of War: Understanding the
culture of strategy' outlines the thirty-six strategies and translates as follows:
1. Sneak across the ocean in broad daylight.
• This means to create a front that eventually becomes imbued with
an atmosphere or impression of familiarity, within which the
strategist may manoeuvre unseen while all eyes are trained to see
obvious familiarities.
2. Surround one state to save another.
• When a strong group is about to take over a weaker group, a third
part can "have its cake and eat it too," gaining a good reputation
by attacking the aggressor in apparent behalf of the defender, and
also eventually absorb the weakened defender to boot, without
incurring the same opprobrium that would be levelled at outright
aggression.
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3. Borrow a sword to kill another.
• When one side in a conflict is weakening, it may draw its own
friends into battle, thus delivering a blow to its enemy while
conserving its own strength.
4. Face the weary in a condition of ease.
• You force others to expend energy while you preserve yours. You
tire opponents out by sending them on wild goose chases or by
making them come to you from away while you stand your
ground.
5. Plunge into a fire to pull off a robbery.
• You use others' troubles as opportunities to gain something for
yourself.
6. Feint east, strike west.
• You spread misleading information about your intentions, or make
false suggestions, in order to induce the opponent to concentrate
his defences on one front and thereby leave another front
vulnerable to attack.
7. Make something from nothing.
• You create a false idea in the mind of the opponent, and fix it in
his mind as a reality. In particular, this means that you convey the
impression that you have what you do not, to the end that you may
appear formidable and thus actually obtain a security that you had
not enjoyed there.
8. Cross the pass in the dark.
• You set up a false front, then penetrate the opponent's territory on
other fronts while they are distracted by your false front.
9. Watch the fire from the opposite bank of the river.
• You calmly look on when adversaries experience internal troubles,
waiting for them to destroy themselves.
10. Hide a sword in a smile.
• You ingratiate yourself with enemies, including them to trust you.
When you have their confidence, you can move against them in
secret.
11. One tree falls for another.
• Individual sacrifices may have to make to achieve a greater goal.
12. Take the sheep in hand as you go along.
• You take advantage of any opportunity, however small, and avail
yourself of any profit, however light. This comes from that story
of a destitute traveller walking on a road. As he went along, he
came across a flock of sheep; making his way through them, when
he emerged from their midst he had a sheep with him. He behaved
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so calmly and naturally, as if he had been leading his own sheep to
market all along, that the shepherd never noticed him.
13. Beat the grass to startle the snakes.
• When opponents are reserved and unfathomable, you create some
sort of stir to see how they will react.
14. Borrow a corpse to bring back a spirit.
• You don't use what everyone else is using, but use what others
aren't using. This can mean reviving something that has dropped
out of use through neglect, or finding uses for things that had
hitherto been ignored or considered useless.
15. Train a tiger to leave the mountains.
• You don't go into the fastness of powerful opponents' territory,
but induce them to come out of their stronghold.
16. When you want to take captives, leave them on the loose for a while.
• Fleeing enemies may turn again and strike desperately if pursued
too hotly. If they are given room to run, on the other hand, they
scatter and lose their energy. Then they can be taken captive
without further violence.
17. Toss out a glazed tile to draw a jade.
• You present something of superficial or apparent worth to induce
another party to produce something of real worth.
18. To capture the brigands, capture their king.
• When confronted with a massive opposition, you take aim at its
central leadership.
19. Take the firewood out from under the pot.
• When you cannot handle an adversary in a head-on confrontation,
you can still win by undermining the enemy's resources and
morale.
20. Stir up the waters to catch fish.
• You use confusion to your advantage, to take what you want. It
may specifically mean taking advantages of a general or particular
loss of direction in order to gather followers from among the
uncommitted or disenfranchised.
21. The gold cicada molts its shell.
• This means leaving behind false appearances created for strategic
purposes. Like the cicada shell, the facade remains intact, but the
real action is now elsewhere.
22. Lock the gates to catch the bandits.
• You catch invading predators by not letting them get away. You
don't let them get back to their homeland with what they can get
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from you. If they escape, you don't chase them, because you will
thereby fall prey to the enemy's plot to wear you down.
23. Make allies at a distance, attack nearby.
• When you are more vulnerable to that close by than you are to
those far away, you can defend yourself by keeping those around
you off balance, in the meantime cutting of their field of
manoeuvre by securing a broader ring of alliances surrounding
them.
24. Borrow the right of way to attack the neighbour.
• You secure the temporary use of another party's facilities in order
to move against a mutual enemy. After having used these facilities
to prevail over the enemy, you then turn and use them against the
party from whom you borrow them.
25. Steal a beam to replace a pillar.
• You try to recruit top talent from among allies, including them to
join your concern.
26. Point at one to scold another.
• You criticise indirectly, getting your point across without
confrontation.
27. Feign ignorance without going crazy.
• You pretend to be stupid and ignorant, but avoid talking loosely.
28. Let them climb the roof, then take away the ladder.
• You manoeuvre enemies into a point of no return by baiting them
with what look like advantages and opportunities.
29. Make flowers bloom on a tree.
• You dazzle and deceive the eyes of opponents by showy displays.
30. Turn the guest into the host.
• This is when a business is taken over by one of its own clients or
consultants.
31. Scheme with beauties
• This refers to using the charms of women to influence key figures
in an adversary organisation.
32. Scheme with an empty castle.
• You appear weaker than you really are, so that opponents may
defeat themselves by one of the three reactions to your supposed
weakness: they may become conceited and complacent, leading to
their downfall; they may become arrogant and aggressive, leading
to their destruction; or they may assume you are setting up an
ambush, leading them to flee of their own accord.
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33. Scheme with double agents.
• You compromise insiders of other organisations to get them to
work for you.
34. Scheme with self-inflicted wounds.
• This technique is particularly powerful for undercover agents: you
make yourself look like a victim of your own people, in order to
win the sympathy and confidence of enemies.
35. Scheme with continuous circles
• When facing a more powerful enemy, you don't oppose by force,
and don't concentrate all your resources on only one avenue of
strategy; you keep different plans operating simultaneously in an
overall scheme.
36. It is best to run.
• When overwhelmed, you don't fight; you surrender, compromise,
or flee. Surrender is complete defeat, compromise is half defeat,
and flight is not defeat. As long as you are not defeated, you may
have another chance to win.
8.5	 Conclusion
The reasons for the high level of interest in quality standards, quality
management have arisen because of the continued growth in world trade and the
need for an ever-increasing strategy of countries to have free access to world
markets. The far-reaching political changes in many countries, coupled with the
transition to free market economies and the desire to become players in the global
market place contribute well to the interest. On the other hand, the recognition
that some international standards are fundamental in crucial technical fields such
as world-wide communications, information technology and environmental
protection leads also to this standardisation in quality management.
This Chapter outlines the methodologies and bases used in the design of
questionnaires for the investigation of what quality management philosophies and
business management strategies employed. The surveys themselves would assess
the state of development of quality management aspects and identify the business
management strategies that suit the needs in Hong Kong. Detail analyses of the
survey returns are presented in Chapter 9.
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The design of these questions in the questionnaires was based on the people's
thinking, concepts or philosophies of the published ISO quality standards,
Deming's TQM theory, Confucius' teaching and Chinese idioms, Sun Tzu's
strategies in the Art of War and the famous Thirty-Six Strategies. The
amalgamation of these useful thoughts, concepts and philosophies should help in
developing some quality management and business management strategies that
will lead to world-class business performance.
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Chapter 9	 Demonstrate the Impact of Incorporating Chinese Philosophies in
Hong Kong Company Business Improvement Programmes
9.1	 Review of the Surveys and Statistical Analysis
Quality management revolution has successfully occurred in the past decades and
quality improvement programmes are now in the mind of every entrepreneur. Public
sectors that have traditionally been viewed as not caring about the quality of their
products and services are now aggressively pursuing quality improvement
programmes. In the past, customer and consumer simply accepted the inherent
quality of the available products in the market. Nowadays they will no longer accept
whatever is offered. For a product to satisfy the needs and taste of the modem
consumer it must exhibit a high level of quality. Only those products and services
with high quality can survive the market competition nowadays.
As part of the research project was to investigate the impact and implementation
status of the ISO 9000 quality system and TQM in Hong Kong, the earlier chapters
illustrate the impact of cultures to economic development and the use of Chinese
philosophies in quality management and business management strategies. It is true
that Western management philosophies in the past had very little incorporation of the
Chinese philosophies that had great influence in the development of East Asian
countries' cultures and their management practices. As discussed in Chapter 5,
research had demonstrated that the cultures of different countries, in particular those
East Asian countries, have some link to their economic development. The previous
Chapter 8 discusses the basis of design of those questionnaires in the surveys and this
Chapter tends to summarise the essence of the survey findings. Five major surveys
were carried out.
• Survey on ISO 9000 Quality Standards Implementation
• Survey on Total Quality Management System Implementation
• Survey on Business Management Strategies Using Confucius' Philosophy
• Survey on Business Management Strategies Using The Sun Tzu's The Art
of War
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• Survey on Business Management Strategies Using The Thirty-six
Strategies
9.1.1 Survey Methodology and Surveys
Since there are frequently too many disappointments in postal surveys, the
questionnaires were sent out with a return envelope including postage for better
response. Statistical analysis techniques were used in the survey analysis and
reporting. Computation work was carried out by the SAS package for statistical
analysis. The findings of the surveys were presented in detail in the Appendices C,
D, E and F. Appendix G shows the statistical analysis technique t-test that compares
the significant difference of a specific subject between two populations. A null
hypothesis is set for no significant difference between the two populations, and it
will be accepted if the calculated p-value is equal to or greater than a specified
significant level. For a general testing of significant difference, a p-value of 0.05 for
a two-tail test is recommended.
a.	 Survey on ISO 9000 Quality Standards Implementation and Survey on
Total Quality Management Implementation
The previous Chapter 8 described the questionnaires based on the twenty elements of
ISO 9000 quality standards and the Deming's quality management philosophies.
The designed questionnaires were targeted at two groups of people. The first group
was for industrial people whose working companies had already registered with ISO
9000 quality standards. The other group was for engineering people who are in
supervisory level with a technical background. The main differences between these
two groups of respondents were their positions and companies' status in quality
management system implementation. The vast majority of the companies of the
technical group did not obtain ISO certification, while the other management group
had. Hence, the viewpoints from these two groups were compared and analysed.
The combined findings would represent a general view of ISO and TQM
implementation in Hong Kong. Moreover, the general coverage of various kinds of
sectors from both groups of people leads to a more global view of quality
management status in Hong Kong.
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Through the Hong Kong Quality Assurance Association (HKQAA), a list of 333 ISO
9000 registered companies was obtained. Out of these questionnaires, a total of 68
returned. Although only 58 responses were identified as valid, the response rate of
17% was still high. Through the Manufacturing Engineering Department in Hong
Kong Technical College (Tsing YO, 70 part-time students studying Higher Diploma
in Engineering Management course were selected and a total of 44 questionnaires
were returned. Out of these returns, there were 8 questionnaires returned
uncompleted. Therefore, there were 36 valid responses (51%).
b. Survey on Business Management Strategies Using Confucius' Philosophy
The survey was conducted to explore the status of quality and business management
system implementation under the influence of Chinese philosophy and culture in
Hong Kong. The responses provided insights to both local and foreign companies in
determining their corporate strategies for the 1990s' challenges in Asian Pacific
region. A survey was carried out requesting respondents to rank the level of
importance of the selected behaviours and characters criteria from the Analects of
Confucius. As mentioned in Chapter 5, the most popular Chinese idioms for good
business and management practices that are related to these criteria were used for
survey purpose.
The designed questionnaires as described in Chapter 8 were targeted at various kinds
of industrial sectors so a better representative result of general quality and business
management in Hong Kong could be obtained. Through the Hong Kong Business
and Trade Directory, a list of 800 companies with large capital investment was
identified with a total of 123 questionnaires returned. Out of these returned
questionnaires, 120 responses were identified as valid (15%). As the respondents of
the 120 questionnaires were from a managerial level, the questionnaire was also
distributed to the same 70 part-time students studying Higher Diploma in
Engineering Management course as well to broaden the opinions on the importance
of the Analects of Confucius in quality management. Out of these 70 questionnaires,
66 responses were identified as valid (94%).
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c. Survey on Business Management Strategies Using Sun Tzu's The Art of
War and Survey on Business Management Strategies Using The Thirty-
six Strategies
Both surveys required the respondents to rank the level of importance of the selected
themes from the thirteen books of the Sun Tzu's The Art of War and the Thirty-six
Strategies for the purpose of understanding the business management strategies in
Hong Kong.
The designed questionnaires as described in Chapter 8 were targeted at the
companies that have a well-developed and organised management system so a
representative result of management situation in Hong Kong could be obtained.
Similar to the surveys for the ISO quality standards and TQM philosophies,
questionnaires were sent out with a return envelope plus postage. Since the
questions asked require an in-depth knowledge and good understanding of
companies' policy and business management strategies, those companies that
responded to the IS09000 and TQM implementation survey was further investigated.
About 75 companies were sent questionnaires again targeting their top management.
A total of 25 questionnaires were returned. Out of these, 23 responses are identified
as valid returns (31%). The response rate looks very encouraging. The returns were
mainly from top management who were either involved in corporate strategic
planning or business management strategies. Some of them had indicated that they
are interested in receiving the result of the survey in the future. From the general
ranking of the use of Sun Tzu's philosophy and the Thirty-six Strategies as business
management strategies, the returns showed that the respondents had some good
understandings of the philosophies. It is therefore possible to state with some
confidence that these responses from the top management represents a good picture
of the usefulness of Sun Tzu's philosophy in business management strategies. The
responses from the Thirty-six Strategies were a bit general because, ethically, they
are less favourable and acceptable by people.
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9.2	 Survey Findings on ISO 9000 Quality Standards Implementation
The survey shown in Appendix C consists of two parts; the detail survey findings
with statistical analysis and the questionnaire itself. The following sections
summarise these findings under each sub-heading, the reference numbers inside the
square brackets "[ 1" correspond to the appendix and respective findings in the
survey.
a) Management Responsibility
The survey revealed that majority of the top management in the companies was
involved in the management, performance, and verification of quality-related
work [C 1]. However, the survey also showed that the other personnel of the ISO
9000 registered companies had much more participation in the quality-related
work than the non-ISO ones [C 2]. These results highlighted the difference
between the ISO registered and non-registered companies that they had more
staff involvement, more resources commitment and greater quality awareness
than the other companies. Moreover, for the purpose of maintaining an effective
quality system and meeting the auditing requirements, most of the quality
assurance systems had their system reviewed at least annually [C 3]. From these
three findings, therefore, it can be concluded that the ISO 9000 quality standards
system helps the introduction and understanding the importance of the
management responsibility concepts.
b) Quality System
The survey revealed that the vast majority of the departments in the ISO 9000
registered companies had copies of quality manuals, while the situation was
significantly different in the non-registered companies. Their quality manual, if
there was any, was only distributed to some departments and the most likely ones
receiving it were the quality department only [C 4]. Most ISO 9000 registered
companies tended to review their quality manual more regularly if and when
necessary while the non-registered companies had the annual review only [C 6].
Although the main goal of the quality plan in most companies was fulfilling
customer requirements, however, non-registered companies would rate the
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increase of quality as equally important [C 5]. From these three findings,
therefore, it can be concluded that the ISO 9000 quality standards system helps to
improve the overall quality system in organisations and at the same time brings
in the concept of satisfying and meeting customers' needs as the primarily
objective of quality systems as well.
c) Contract Review
The survey revealed that customer complaints were used as the major source of
collecting customers' opinions and feedback in most companies in Hong Kong.
This result showed the passive attitude and the lack of concern about customers'
satisfaction that might eventually lead to losing business in the long run.
Nevertheless, some ISO 9000 registered companies had carried out surveys as
well for the purpose of better understanding the customers' requirements [C 91.
Although contract review was one of the ISO 9000 requirements, only about half
of respondents reported that their working companies had this practice. In fact
companies could develop a better relationship and understand the custntner
requirements better through the contract review process. The result indicates an
inadequate understanding of quality and insufficient customer communication [C
8]. In co-ordinating and maintaining a contract review process, many managers
including top management were involved, but the most likely person would be
the quality manager [C 7]. From these three findings, therefore, it can be
concluded that the ISO 9000 quality standards system does not guarantee the
exact implementation of the requirements as specified.
d) Design Control
From the return of the survey, only slightly over half of the companies believed
that consistent and disciplined design control approaches were useful. A large
majority of ISO registered companies disagreed that following specific steps
during design of a product would reduce the creativity of designers [C 12].
Moreover, over half of the companies believed that they could ensure the design
output meeting the input requirements by providing preliminary design with full
instruction [C 101. What they probably missed out was the consequences of
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unclear instructions given in the initial design stage and misinterpretation of
information. Even worse, the survey also revealed that most companies did not
have the periodic design re-qualification process, and mainly relied on the
designers' output performance [C 11]. This result implied that companies did not
pay much attention to design control. From these three findings, therefore, it can
be concluded that the ISO 9000 quality standards system does not necessarily
guarantee proper design control as specified.
e) Document Control
The survey results revealed that most ISO 9000 registered companies tended to
have more document control than the non-registered companies. Moreover, they
had more document control related to operation procedures rather than the record
document [C 15]. Also most companies had regular document review and
employee training [C 13]. Most companies had difficulties in keeping up-to-date
records and controlling photocopying. Outdated quality manuals can be easily
located in some companies, and this showed poor document control [C 141.
From these three findings, therefore, it can be concluded that most of the
companies had difficulties in up-keep of their documents and controlling data.
Again the ISO 9000 quality standards system does not necessarily guarantee
good document control if there is no proper documentation system and people do
not implement and follow the system.
fi Purchasing
Almost all respondents confirmed that their purchased items conformed to the
stated requirements. If there were any non-conformance to their requirement,
their companies would source the items from other suppliers' [C 161. Generally,
supplier survey was not common even with the ISO registered companies. For
those companies who had conducted a supplier survey, they all mentioned that
there were problems both from long-term and newly qualified suppliers [C 17].
From these two findings, therefore, it can be concluded that most companies
should improve their relationships with their suppliers and have better
communication with them. Again the ISO 9000 quality standards system does
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not necessarily guarantee that a good purchasing system is in place. Mutual trust,
honesty and integrity are the essential ingredients that people should have for
helping to improve relationships with suppliers.
g) Purchaser Supplied Product
It was not common that companies used parts from customers in their process [C
181. When the supplied products were lost, damaged or unsuitable for use,
companies would record the situation and report for rejects of the product.
However, this practice tends to be more common in those ISO registered
companies than the non-registered ones [C 19]. These two findings revealed that
ISO registered companies have a better system than the non-registered ones.
However, the number of high "no response" in the ISO registered companies
indicated their uncertainty in taking action when quality problems were
identified. People should have a more positive view on quality requirements.
h) Product Identification & Traceability
Almost all companies agreed on the usefulness of traceability in product
identification [C 20]. It was found that identification codes were normally placed
on labels or packaging [C 21]. From these two findings, therefore, it can be
concluded that product identification and traceability helps in quality control and
management.
i) Process Control
Most companies had regular machine maintenance and the respondents were
quite satisfied with the schedule. Thus, equipment seemed to be well-controlled
[C 2411. The main problem was in the actual process operation. Although there
were supervisors normally working in the production line, operations sometimes
did not conform to given instructions [C 22, C 231. From these three findings,
therefore, it can be concluded that the ISO 9000 quality standards system does
not necessarily guarantee good process control if there is no proper control
system in place and people do not implement and follow them. Again, human
behaviours are the major barriers in the ISO system implementation.
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I.) Inspection and Testing
Garbage-in garbage-out was a well-known concept so only a few non-ISO
companies had no incoming inspection procedure [C 251. Moreover, proper
quality plans that identified and scheduled which, when and where tests and
inspections would take place were established only in most of the ISO registered
companies [C 271. Besides, an inspection team was commonly used and
responsible for product inspection, testing and identifying according to a quality
plan or documented procedure [C 26][C 281.
k) Inspection, Measuring, and Test Equipment
Most companies had a calibration schedule for all inspection, measuring and test
equipment. The schedule was found to be dependent on the equipment necessity
[C 29]. For any equipment failure, some companies would contact the relevant
suppliers for maintenance. However, some ISO 9000 registered companies
would tend to buy new equipment or repair them by themselves, but some non-
ISO 9000 registered companies would continue using improper equipment [C
30]. From these two findings, therefore, it can be concluded that the ISO 9000
quality standards system helps the installation of a proper inspection, measuring,
and test equipment system but does not necessarily guarantee that the
maintenance system is properly implemented and functioning.
1) Inspection and Test Status
In order to identify the inspection and test status of a product, most companies
would refer to their inspection records or the product labels [C 31]. Although
most companies had provided the operator an inspection instruction, the survey
revealed that the ISO 9000 registered companies were better implemented than
the non-registered ones [C 32]. Inspection instructions in the ISO 9000
registered companies were widely accepted and 80 to 100% workers reported to
follow the instructions. For the non-ISO 9000 registered companies, about half
of respondents thought that the instructions useful and this might be the reason
why only 40 to 60% workers actually followed the instructions [C 33]. From
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these three findings, it can be concluded that different quality instructions and
different employees' attitude towards quality give very different quality results.
m) Control of Non-conforming Product
The production line was the main area where non-conforming products were
found. So it was very appropriate to note that line supervisors were commonly
responsible for reporting the non-conformities in most companies [C 341.
However, respondents' results indicated that it was easier to handle the report
writing of the non-conformities in ISO 9000 registered companies than in the
others [C 35]. From these two findings, it can be concluded that the ISO quality
standards system may help in formulating reporting procedures.
n) Corrective Actions
Line operators were the people most familiars with the working environment and
knew what was actually happening. Most respondents reported that they would
first ask the line operators directly to identify the root causes of any defect [C
38]. In order to measure the effectiveness of the corrective actions; the most
commonly used method was by counting the number of defects [C 36]. All these
corrective actions were recorded and kept for future improvement exercises [C
37]. From these three findings, it can be concluded that ISO quality standards
system may help formulating corrective actions and procedures, including
keeping proper records. It also noted that any improvement exercise should be
bottom-up for the best understanding of the problems.
o) Handling, Storage, Packaging and Delivery
From the survey response, most companies had devised certain methods to
prevent the product being damaged. The majority of the respondents were
satisfied with the existing material handling methods [C 39]. In order to
minimise any damage, storage containers used in the companies were designed
and manufactured internally and sometimes purchased from outside [C 401. All
these material handling methods were quite effective and most customers were
satisfied with them, especially those from ISO 9000 registered companies [C 41,
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C 42]. From these four findings, it can be concluded that material handling
methods including handling; storage, packaging and delivery were properly
handled and effective with most customer satisfaction. The ISO 9000 quality
standard system implemented in some companies helps to improve and provide
detail procedures.
p) Quality Records
Most companies found problems in incompletely defined or missing indexing
quality records [C 431. Moreover, damage or loss of quality records was serious
in the ISO 9000 registered companies, but less so in the other companies. This
interesting result might be due to less concern and control of quality records in
the non-registered companies. However, quality records, if there are any, were
normally kept over one year in most companies [C 46]. Besides, few workers in
the ISO 9000 registered companies tended to make the same mistake or error that
they had before. However, that was not the case in the non-registered
companies' [C 441. The most likely remedial action was to provide re-training
for the workers [C 451. From these four findings, it can be concluded that ISO
9000 registered companies were better in using the quality records and provided
suitable training to avoid repeating the same error. Moreover, the employees in
ISO 9000 registered companies were more co-operative in quality improvement.
Hence, the ISO 9000 quality standards system implemented in some companies
helps the up-keep of quality records.
0 Internal Quality Audits
To maintain and improve the effectiveness of the management system, ISO 9000
standards require regular auditing in companies. Thus, all ISO 9000 registered
companies had performed internal audits but most of them had external audit as
well [C 47]. Similar activities were found in the non-ISO 9000 registered
companies, internal audits were also common in most companies but much fewer
companies had external audits [C 47, C 48]. According to the report, the most
essential criteria in selecting auditors were their training and experience,
competence and skills, and education and professional qualification [C 491.
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From these three findings, it can be concluded that quality auditing helps ensure
that the quality system is in place and the ISO 9000 quality standards system
provides the proper procedures.
r) Training
Looking into the general training policy, the ISO 9000 registered companies had
more concern on the training of their employees than the non-registered ones.
They not only paid the course fees, but also allowed them to receive training
during working hours. For the non-registered companies, the company may
reimburse the course fees but employees had to attend training sessions in their
own time [C 50]. Moreover, regular training programs about technical and
computer knowledge were commonly provided in many companies. The most
popular training program organised in the ISO 9000 registered companies was
quality knowledge [C 52]. Although all respondents tended to be satisfied with
the training they received, staff development plans in the ISO 9000 registered
companies were reported to be better organised than in the non-registered ones IC
51, C53].
s) Servicing
From the survey responses, ISO 9000 registered companies had much better
servicing than the non-registered ones. In general, response time to customers'
orders was between 1 and 3 days. However, ISO 9000 registered companies
tended to respond faster [C 54]. Moreover, customer complaints were seldom
received in ISO 9000 registered companies [C 55]. Most companies claimed that
they had enough equipment and well-trained people available to give timely
service, and customers were quite satisfied with their service [C 561.
t) Statistical Techniques
Most companies agreed that statistical techniques were useful in improving
product quality and had good experience in ensuring process capability [C 57, C
59]. The most commonly used technique was Statistical Process Control (SPC)
[C 58].
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As identified in the survey, the initial reason for companies' registration to ISO
9000 quality standards was purely for foreign trade and business. However, due
to business competition, the need for continuous quality improvement and
marketing were also other important objectives. One of the major obstacles was
the understanding of ISO standards and requirements. Once they were registered,
the other most difficult task for them was to change the quality culture of the
whole company. People tended to be reluctant to change. Moreover, because of
the lack of resources, staff development at all levels for improvement look
difficult. However, the major benefits resulting from registration were having a
formal quality system framework, a well-documented system and better
understanding of processes and well-defined responsibilities. Through the
registration process, they learned the importance of teamwork and total
commitment.
9.3	 Survey Findings on Total Quality Management Implementation
As described in Chapter 8, the survey on TQM implementation would help to
provide an analysis of the companies status engaging in a TQM program. The
fundamental concept of Deming's 14 points was used to develop the questionnaire
and the following shows the summaries of the findings. In the following sections,
references were made under the square brackets "[ ]" to where relevant survey and
findings were identified in the Appendix D.
a) Create constancy of purpose to improve product and service (Deming's point 1)
This part of the questionnaire was to determine whether the companies have
developed their long-term plan for quality improvement and had constancy of
purpose. Questions that related to a long-term plan for quality improvement such
as customer feedback, customer satisfaction and benchmarking were included.
From the survey, it was revealed that about 70% of the companies use customer
complaints as their main source of customer feedback. Companies with an ISO
9000 quality system in place had more means of obtaining customer feedback
than the other companies. However, using this method as a means of obtaining
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customers' feedback was considered to be passive. On the other hand, a
customer survey was the other commonly used method. The result also revealed
the lack of concern about customers' satisfaction. Companies were simply
waiting for things to happen rather than preventing things getting worse. This
finding was quite similar to the result of Taylor's (Taylor, 1995). [D 1]
On questions related to employees' responses in accepting new knowledge, the
survey revealed that Hong Kong's employees prefer to follow the current
working practice, with less interest in accepting new knowledge and technology.
Only about 50% of the managerial responses showed employment in accepting
new knowledge. However the situation was worse for the technical responses
which was about 20%. Managerial respondents had a more positive result than
technical respondents did. The difference could be identified because of their
different educational background. Technical respondents seemed to be more
passive and they just followed the companies' policy or instruction. However,
very few respondents disliked new knowledge. Hence, top management should
have some policy to encourage staff development and promote the importance of
acquiring new knowledge or innovation. [D 2]
Benchmarking was generally agreed in its importance. About 30% of managerial
responses declared making use of it, compared to about 70% in the technical
responses. Referring to the findings, there were significant differences in the use
of benchmarking between the two groups of respondents. The reason might be
due to the nature of their jobs. Managerial levels tended to consider problems
within a whole system, which was not easy to compare, while benchmarking was
a common tool used in the technical level. Those who claimed to use
benchmarking considered that it was a quite important tool. From the finding,
generally it was found that benchmarking was important to quality improvement.
Hong Kong companies had realised the importance and benefit of benchmarking
which allows firms to identify and incorporate the best industry practices meeting
the customer satisfaction and motivating employees towards continuous
improvement and enhanced products' quality (Boone et al., 1995). [D 31
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b) Adopt new philosophy. Management must accept responsibility and leadership
(Deming's point 2)
The survey revealed that over 80% of the responses replied that their top
management had a clearly defined company vision for the employees. This result
was encouraging and positive. This indicated that companies had a long term
perspective and direction in all planning. [D 4]
Over 75% of the responses believed that quality planning and quality
management were regarded as the most important elements of management.
Their opinions reflected the quality awareness in today's market trend. [D 5]
After implementing TQM, there should be changes in management attitude but
over 50% of responses reported that they could not identify those changes.
Owing to the fact that most companies had not implemented TQM, there were
few responses. The notified changes were the recognition of customer feedback
and improving quality accordingly. However, over half of the respondents could
not identify any change in management attitude after implementing TQM, the
reason for which may be the lack of understanding of TQM philosophies. [D 6]
c) Cease dependence on inspection; build quality into the product (Deming 's point
3)
Top management involvement was the key element in quality improvement.
Over 75% of the ISO registered companies reported that their top management
were involved in quality improvement and problem solving, while there was only
a few from the non-registered companies that reported similarly. Due to the
different quality management systems used, top management of the ISO
registered companies were very much more involved in identifying and
supporting employees in problem solving than those in the non-registered
companies. Statistical analysis also showed that there were significant
differences between these two groups of companies on the involvement of top
management in quality improvement and problem solving. This also revealed
that technical staffs in the non-ISO registered companies might think that top
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management was not participating in the daily problem solving and quality
improvement program with them. This result also highlighted that the
commitment of top management in quality system development was important
and that a lot of effort had to be put in for the development of quality systems
that suit their companies. [D 71
d) End the awarding of business on price. Instead minimise total cost of service
(Deming 's point 4)
From the survey, it was revealed that quality of products or services and pricing
policy remained as the main selection criteria of suppliers. However, there were
responses of non-ISO registered companies reporting that they would consider
the suppliers' image. According to Dr. Deming, pricing policy should not be
solely based on prices; quality of the products should be the major consideration.
The respondents of the ISO registered companies were very consistent with this
philosophy. On the contrary, non-ISO registered companies seemed to follow
their current practices with no special consideration in supplier selection.
Statistical analysis also showed that there were significant differences between
these two groups of companies on supplier selection that could affect quality
severely. Non-ISO registered companies should put more emphasis on product's
or service's quality rather than company image, for example. This may also be
due to the respondents being at working level and tending to look at things from
a simpler angle. [D 81
Over 55% of responses recognised the importance of having a partnership with
key suppliers. This observation indicated that in the long run the awareness of
the products' quality and the good relationship between suppliers and companies
could promote continuous improvement of quality. [D 91
93% of the ISO registered companies replied that customer's expectation and
satisfaction were usually translated into supplier requirements, while only 64% of
non-registered companies had the same practice. It was revealed that the
majority of the companies had translated their customers' expectation and
Page 187
Chapter 9	 Demonstrate the Impact of Incorporating Chinese Philosophies
In Hong Kong Company Business Improvement Programmes
satisfaction into supplier's requirements, especially for the ISO registered
companies. With the non-ISO registered companies, customer satisfaction would
enhance the overall quality improvement system. Generally speaking,
customers' satisfaction was an important factor in quality management. [D 101
e) Improve constantly and forever the system of production and service (Deming 's
point 5)
Measurement of customer satisfaction was generally included in company
strategic planning and 65% of the respondents replied that such measurement was
quite important. Because of the market trend in quality, most companies realised
the importance of customer satisfaction, so it was included in the planning. This
could enhance the design of processes and continuously work towards the best of
quality. The finding indicated that similar result was also observed in the survey
conducted in New Zealand (Bately, 1994), which proved that measurement of
customer satisfaction is important to quality improvement. ID 11]
j) Institute training on the job (Deming's point 6) and Institute a vigorous
education and self-improvement program (Deming 's point 13)
Only one-third of respondents mentioned that there was training on TQM in their
companies. This indicated that Hong Kong companies had a low awareness of
quality concepts or TQM philosophies. If TQM training was organised, the
speakers were mainly from the internal staff of the companies. As TQM was not
that popular in Hong Kong industry and probably had some barriers in
implementation, staff would most likely have less experience and understanding.
[D12]
Middle management, front-line supervisors and quality staff were the major
groups of people who received TQM training. All these people were in high
positions. Most companies tended to target the training to more senior position
personnel. This showed the misunderstanding of TQM concept; instead all staff
in the organisation should be involved in the TQM transformation process.
Generally the supporting staff and general workers were mostly being
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overlooked. The result would be that the general awareness of TQM as a
company quality culture was less significant. Statistical analysis also showed
that there were significant differences between these two groups of companies on
the type of person receiving TQM training. Much higher percentages of people
receiving the training were identified who were at middle management, quality
staff and operative levels. [D 131
The major areas of training identified were ISO 9000 guidelines & criteria,
quality system auditing, statistical process control and leadership. However, the
importance of quality concepts was overlooked. The differences in responses
between the two groups were obvious. Those ISO-registered companies that had
the certification for a few years looked for further training on the ISO 9000
standard and auditing, that was quite different from the non-registered group.
Other than the ISO training, the low responses on the other training areas from
both groups were also identified. This also explained why ISO certification was
mainly for satisfying the documentation requirements and having less emphasis
on overall TQM philosophies. Basically, the ISO 9000 standard is a guideline on
how to set-up and document a quality system; there is less concern about the
quality improvement concept. Therefore, there should be more training on total
quality management so as to improve the employees' perception of quality. [D
14]
g) Institute leadership and supervision of workers (Deming 's point 7)
About 50% of responses believed that team building was commonly applied in
leadership. Although the responses were not high, it indicated that team building
was also used in Hong Kong. Through team building, employees could enjoy
participation in various activities and have effective communication at all levels,
thereby creating a harmonised working environment. The analysis indicated that
team building was the main leadership style in most Hong Kong companies. It
also confirmed that leadership in an organisation was extremely important (Zairi,
1994). Good leadership could mean vision, cheerleading, love, trust,
consistency, and creating heroes at all levels. [D 151
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Top management was involved in encouraging employees to participate in
continuous improvement in about 70% of ISO registered companies, while this
occurred only 20% of non-ISO registered companies. Top management of the
ISO registered companies was more involved in employee's encouragement for
continuous improvement than the non-ISO registered companies. This result
implied that the attitude and commitment of top management were the essential
factors in implementing a successful quality management system. Statistical
analysis also showed that there was significant difference between these two
groups of companies on top management involvement encouraging employees to
participate in continuous improvement. [D 161
About 86% of the responses of the ISO registered companies indicated that the
organisation could trust the employees having their ownership of work.
However, only 64% of the responses from the non-ISO registered companies
believed that this was so. The ISO registered companies were found to have
higher confidence in the trust of the employees having their ownership of work
than the non-ISO registered companies. Statistical analysis also showed that
there was significant difference between these two groups of companies on this
issue. The problem on the ownership of work could be resolved through
discussion and communication between employers and employees. A well-
developed quality management system should promote ownership of work that
could give better job satisfaction. The higher response rate from the management
group than the technical group also revealed that the former group had a higher
level of confidence in the companies than the latter one. [D 171
h) Drive out fear to improve the effectiveness of all employees (Deming 's point 8)
The concerns of job security were different depending on their position in the
companies.	 Managerial respondents were highly concerned about their
opportunity for advancement and job stability in the company, whereas the
technical respondents considered that the job stability and co-operation between
employees were their major concerns. From the results, technical respondents
tended to be concerned much more about their peer-to-peer relationship, job
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stability and present workload. On the other hand, managerial respondents would
think more broadly and their consideration was for the longer-term. [D 181
Relating to the enjoyment of working in an organisation's environment, over
80% of the responses of the managerial respondents from the ISO registered
companies replied that they enjoyed working in the current environment, whereas
there were only 31% of the technical respondents from the non-ISO registered
companies who had the same feelings. A large majority of the respondents
(44%) from the non-ISO registered companies group felt that it was neither
enjoyable nor not enjoyable working in the current environment. Statistical
analysis also showed that there were significant differences between these two
groups of respondents on this issue. The vast majority of the managerial
respondents from the ISO registered companies who replied that they enjoyed
working in the current environment might be explained because of their senior
positions with good salary and proper recognition of their work and contribution
in the companies. The managerial respondents tended to be more aggressive,
while the technical respondents tended to be rather passive and follow what was
being told. Staff development programmes like training and education would
help employees to enhance their skills and knowledge. Proper care from the
management would also promote working morale and co-operation. Proper
recognition and award for contributions would promote ownership and further
contributions from employees as well. [D 191
Relating to staff complaints, over 95% of the ISO registered companies provided
communication channels for employees to air their dissatisfaction or any
grievances to management, whereas the situation was different for non-ISO
registered companies, with slightly less than 70% of the companies having the
proper channels. Statistical analysis also revealed that there was significant
difference between these two groups of companies on the provision of proper
communication channels for making grievances. However, the communication
channels being used were still traditional and passive. The Chinese tend to talk
to their superiors about their complaints and grievances first, instead of making
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them public. They listen to their superiors' advice and respect them. Therefore,
making complaints through their supervisors is not uncommon in Chinese
society. Managerial respondents replied that making complaints through
meetings was quite normal. In doing so, they were seen to be open in policy and
ready to accept comments and suggestions from their staff. However, most
junior staff refuses to make complaints openly in meetings because they think
that it would be embarrassing to the management and therefore improper to do
so. It was, therefore recommended to provide more channels for employees to
make their views known to management, in particular any grievances. To a
certain extent, quality circles provide the opportunities for all employees to make
suggestions, which are useful and constructive. [D 20]
i) Break down barriers between departments, all departments must work together
to achieve results (Deming 's point 9)
Poor communication, lack of motivation, poor relationships and different
management styles were the main factors causing restrictions and barriers among
departments. All these problems could be summarised as personnel
management, which greatly depends on the work cultures and work practices and
human relationships. [D 21]
.I) Eliminate slogans, exhortations and numerical targets (Deming 's point 10)
Different from the Western culture or Japanese style, slogans for quality
improvement were not so commonly used in Chinese organisations. Most
organisations did not promote the use of slogans of quality management to
encourage employees participating in quality improvement programs. On the
other hand, some of the commonly used slogans in the respondents' companies
were selected. [D 22]
• Good quality,
• Reliability is our priority,
• Progress towards perfection,
• Zero defects, customer total satisfaction,
• Quality is all,
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• Quality first,
• Right first time, right every time,
• 6a specification,
• Japanese 5S,
• Reach ISO 9000 standard,
Relating to setting and enforcing targets on quality improvement, 55% of the ISO
registered company had set their target for quality improvement, while only 26%
of the non-ISO registered company had done that. The survey result revealed
that most companies had not set targets for quality improvement, especially those
non-ISO registered companies. For those companies with replies, their targets
were meeting customer requirements, outgoing quality maintained at 99.5% or
above etc. These targets were supposed to be for the long term rather than the
short term. [D 23]
k) Eliminate quotas or work standards and management by objectives or numerical
goals (Deming 's point 11)
Goals setting for quality improvement was about 60% in the ISO registered
companies and 30% in the non-ISO ones. Apparently the goals set for quality
improvement from the latter group was less well defined. These goals could be
for zero defect, high efficiency, high productivity, or high quality. The reason for
large portion of undefined goals might be due to communication barriers, or
being unclear about their goals. [D 241
About 55% and 35% of the responses of ISO and non-ISO registered companies
agreed that goals should be set for key results such as customers' satisfaction and
quality rather than goals for activities minimising production costs. These results
indicated that different groups of people in an organisation had different concerns
in the goal setting. [D 251
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1) Remove barriers that rob people of their right to pride of workmanship
(Deming's point 12)
Performance of employees in their work was the major consideration factor in
advancing salary or promotion. [D 26]
Apart from job security and leadership style, salary might be the greatest
influencing factor on job satisfaction; about a third of the responses believed so.
[D 27]
After implementing a quality system, over 45% of the responses realised that
there was an increase in responsibility for employees. This implied that
responsibility was delegated from the top down to the actual operating level. [D
28]
m) Put everyone in the company to work to accomplish the change in how the
company works (Deming's point 14)
Over 80% of the ISO 9000 registered companies claimed that they were ready to
commit to years of support for quality system implementation. On the other
hand, there were only about 60% of the non-ISO registered companies that said
the same. Statistical analysis also showed that there was significant difference
between these two groups of companies on their commitment for quality system
implementation. [D 29]
Over 70% of the ISO registered companies had their employees understand that
management changes were essential, while about 40% of the non-ISO registered
companies had the same understanding. In general, communication and training
would be better in those registered ISO companies than those not registered.
Moreover, both groups of respondents reported that the understanding was from
seminars and talks. Statistical analysis also showed that there was significant
difference between these two groups of companies on having management
change and way of thinking. [D 30]
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n) Other General Comments of the TQM Survey
Most companies had steering groups established to co-ordinate, identify and
prioritise critical processes for TQM implementation. The steering groups were
composed of different levels of staff including top management. Generally there
were not many people involved in the TQM implementation process. This
probably explained why TQM commitment was still low in Hong Kong. Most
companies said they were committed to TQM, however, they might all have a
different understanding of what TQM processes are. It was, therefore, believed
that most companies would commit to quality improvement but not TQM e this
stage.
With the establishing of the ISO 9000 system in most respondents' working
companies, all people are observed to be aware of the customer satisfaction and
quality concerns. However, TQM is something rather new to Hong Kong
industry. TQM means that quality control and management efforts begin with
the product conception and design stages, and are complete only with the
customer's satisfied use of the product. From the survey results, companies in
Hong Kong seemed to be not ready to achieve such a level of system. Even
though some companies claimed that they had established a TQM system, such
system would most unlikely to be classified as a real and properly functioning
TQM system. Companies are observed to have no long-term plan for improving
or achieving quality management. The critical problem might be the inadequate
commitment and understanding of quality at the management level. Those
people or areas not directly related to quality were overlooked. Therefore, people
aim at achieving quality, but their behaviours and attitudes are not aiming for the
same goals.
However, with the registration of ISO quality standards, companies registered
were observed to have cultural change and better quality perception. Thus, the
ISO quality standard can actually benefit Hong Kong and provide a good
foundation for quality system advancement and development to TQM.
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9.4	 Survey Findings on Business Management Strategies Using Confucius'
Philosophy
The Great Learning, another Confucian classic, said that self-cultivation is the
primary responsibility of the individual to the society, because the ability to
contribute to the well being of the society is greater or lesser in proportion to
personal development. Those who had cultivated themselves well would harmonise
the family. Those who had harmonised the family well would bring order to the
nations. And those who had brought order to the nations would eventually
demonstrate the ability to the world. While Confucius' philosophies originally
applied to the development of the individuals, these fundamental principles equally
apply to business.
While Chapter 8 presents the scenario of the twenty-four Chinese idioms for business
management strategies based on Confucius' teaching, the following sections
summarise the survey returns. In general, both responses from the management
group and technical group reported that the selected idioms from The Analects of
Confucius were useful as business management strategies. Appendix E shows the
detailed information on the survey and responses.
a) Cultivation of Individual Behaviours
Statistical analysis revealed that there was no significant difference of views
between the two groups of respondents on their general acceptance of Confucius'
teaching of self-cultivation as business management strategy that was analogous
to Cultivation of Individual Behaviours. To explain some of the minor
differences, analysis of the survey returns of each individual virtue revealed that
there were many more management people who ranked the two virtues 'trust' and
'moral conduct' as most important in business and management. Equally
speaking, there were fewer management people who ranked 'wisdom' as less
important in business management than the technical group. In general,
comparing the average rankings from both groups showed that the management
people group in general considered individual behaviours of 'learn', 'trust',
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`moral conduct', `wisdom', and 'words & deeds' were more important virtues to
cultivate.
b) Cultivation of Professional Ethics
Statistical analysis revealed that there was no significant difference of views
between the two groups of respondents on their general acceptance of Confucius'
teaching of self-cultivation of ethics as business management strategy that was
analogous to Cultivation of Professional Ethics. In general, the average rankings
from both groups showed that the management group considered professional
ethics of 'benevolence', `righteousness', 'courtesy', 'question' and 'forgive' were
the more important virtues to cultivate. This can be explained by the fact that the
management group had more industrial experiences than the technical group and
they felt more strongly on the importance of professional ethics in business and
management.
c) Manage a Section or Department
Statistical analysis revealed that there was no significant difference of views
between the two groups of respondents on their general acceptance of Confucius'
teaching of harmonising a family as business management strategy that was
analogous to Manage a Section or Department. Further analysis of the survey
returns revealed that there were many management people who believed that the
two-virtue `sincerity' and 'reception' are most important in business and
management. The survey also revealed that the management group in general
considered individual behaviours of 'sincerity', 'thrift', and `reception' are more
important to cultivate whereas 'filial piety' and `respect' are less important
compared to the views of the technical group. To explain these differences,
because of their posts in the organisation, management people would tend to be
concerned with more general issues, public image, business relationship etc.,
whereas the technical people were concerned more about individual feelings,
performance and behaviours. This phenomenon is quite logical and natural.
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d) Manage an Organisation
Statistical analysis revealed that there was no significant difference of views
between the two groups of respondents on their general acceptance of Confucius'
teaching of managing a state as business management strategy that was
analogous to Manage an Organisation. Analysis of the survey returns revealed
that management people were more concerned about and gave higher ranking to
the 'govern', 'communication', 'loyal' and 'team effort' aspects whereas
technical people were more concerned with 'reward and punishment'. Among
those individual aspects, 'communication', 'loyal' showed the statistical
difference between the views of the two groups where the management group
considered these as most important and the technical group as important. To
explain these differences, because of their posts in the organisation, management
people would emphasise 'loyal', 'communication' and 'team effort' in the
organisation structure whereas the technical people were concerned about the
returns mainly based on 'rewards and punishment'. This phenomenon is quite
logical and natural.
e) Manage and Operate a Multi-national Organisation
Statistical analysis revealed that there was no significant difference of views
between the two groups of respondents in their general acceptance of Confucius'
teaching of ruling a country as business management strategy that was analogous
to Manage and Operate a Multi-national Organisation. In general, the average
rankings from both groups were so close that views from both management and
technical groups agreed well that 'integrity', 'honest & clean', 'observe
regulations' and 'proper title' were the essential characteristics a good leader or
senior top management should have. Senior top management should show and
demonstrate their leadership abilities, administrative capabilities, moral integrity,
as well as business vision before being accepted in general by all people, both
internal and external.
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9.5	 Survey on Business Management Strategies Using The Sun Tzu's The
Art of War and The Thirty-six Strategies
9.5.1 Survey on Business Management Strategies Using The Sun Tzu's The
Art of War
Under the well-known Sun Tzu's philosophy, a survey on its implementation in
Hong Kong business environment was conducted. One of the main objectives is to
research and assess the usefulness and influences of these philosophies and strategies
in the Hong Kong business environment. The responses provide insight to both local
and foreign companies in understanding the corporate strategies and behaviours for
the challenges in the Asian Pacific region as well as global business competition in
the next century.
The business management strategies for each of the thirteen books based on Sun
Tzu's The Art of War scored 3.6 on average which is in between the "average
important" and the "very important" ranking positions. This high ranking is highly
encouraging because it implies that Sun Tzu's wisdom is widely used and adopted as
Chinese business and management strategies. The findings of the survey in each of
the thirteen Chapters of Sun Tzu's The Art of War are listed in Appendix F. Further
references to Krause's book "Sun Tzu The Art of War for Executive" (Krause, 1996)
and Liu (Liu, 1992) have the following business management strategies based on
Sun Tzu's philosophies further discussed and expanded:
a) Strategy 1: Planning of Strategies, Estimation and Leadership
The mean score for Strategy 1 is 3.9, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the "Planning
of strategies, Estimation and Leadership" is widely accepted in the Chinese
based society like Hong Kong as their business management strategies.
In order to maintain the competitiveness in business, management should know
their business environment and situations well. Having a good understanding of
the actual situation would then help management decide on the detailed plan of
action. Sun Tzu's philosophies could be applied to emphasise the strategic
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approach in managing corporations. The rationale for implementing a strategic
planning system within organisations would be to increase the probability of
winning by forecasting as far as possible relative strengths and weaknesses of
organisations and so anticipating outcomes when competition is entered (Foo et
al., 1994). Therefore competition is of vital importance to the top management
and executives in business. The ultimate purpose for implementing systematic,
rational and strategic approaches in management is to win and keep on winning.
From the point of view of manufacturing, it is to improve and continue
improving (Foo et al., 1994). Sun Tzu reduced the Art of War to appraise plans
for competition using five basic factors: they are the company policy (way),
environment (heaven), place (earth), leadership (generals) and regulations (law).
Every executive should make the best use of these five factors; those who master
them well will be successful and those who do not will fail. They all involve
systematic, rational and objective processes, in contra-distinction to the heavy
emphasis on the subjective and intuitive, in much of the recent literature on
strategy (Foo et al., 1994).
Knowing the strengths and weaknesses of the company and its competitors is
essential for the winning in the market competition. In comparing their strengths
and weaknesses, they should focus on their management system, market shares,
regulations, staff, general policy as well as incentive schemes and reward
systems. Through continuous review and improvement, the company itself
would then be improving and performing better.
It is essential that executives should analyse and compare both parties' situations,
both favourable and unfavourable. When considering competitive strategy,
executives should carefully assess the plans, gather information and ask
questions. Those questions may be on which executive practices leadership
according to the Sun Tzu's seven principles? Whose top management has shown
good character and virtues? Who is more popular to employees and people?
Which executive creates enthusiasm and co-operation among employees and
associates? Which executive has demonstrated professional leadership and
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ability? Who has gained the favourable business climate and seeks opportunity
and advantageous situations? Which company is more favourable by the current
political climate and economic policies and conditions? Whose company
policies, disciplines and regulations are more thoroughly observed and
implemented? Whose employees are more competent in their work and stronger?
Which company has the better-trained staff? Whose rewards and punishments
are fairer, clearer and properly acknowledged by the employees? Which
executive and company reward merit, encourage staff development and personal
growth? The top management should take advice and use the right person for the
job.
Business is very much related to strategic, administrative and tactics planning.
An executive must create plans for competitive actions, which allow the
executive to leverage the strengths of the individuals as well as the company in
the marketplace. Sun Tzu's philosophy on military operation takes deception as
its basic quality. However in business and managetnent, all competitiNe.
advantages are based on effective execution of plans. Continuously seeking new
methods, new approaches and new market segments would bring in new ideas
that maintain the leading position in the marketplace and demonstrate the ability
to adapt changes. In circumstances where the competitor is strong, develop
innovative products and services. When the competitor is arrogant, please be
humble and ask for advice. Feedback from the customers may help identify the
competitor's weakness. Executives must understand how and when to launch
proper business strategies and tactics where competitors are unprepared, and
unexpected. Correct information and proper preparation will help business to be
successful. Executives who plan and prepare carefully will be in a favourable
position and win the business competition. Thus, better understanding of the
situations would definitely help planning and estimating the situation.
Management can then react to the competition situation quicker and prepare for
future and further competition.
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b) Strategy 2: Resources and Competitive Actions
The mean score for Strategy 2 is 3.6, which is close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the "Resources
and Competitive Actions" were accepted in the Chinese based society like
Hong Kong as their business management strategies.
Running a business requires competing with other business competitors. In order
to win the business situation and have a market share, a company and its
employees are under great pressure and require financial support. Long term
competition is harmful to companies, thus, the faster the one becomes the winner,
and more benefits can result.
Sun Tzu, in The Art of War, placed great emphasis on laying plans, method and
discipline involving the organisation, and intelligence. In all cases, the use of
resources was clearly involved. The executive needs to devote time and energy
for environmental scanning, understanding and planning both the appropriate
responses to competitive moves and the appropriate disposition of the resources
at their disposal. Within this context, the provision of adequate financial, human
and technological resources for strategic planning becomes important (Foo et al.,
1994).
The executive should make a good and realistic estimation of the actual expenses
before entering into business competitive moves. The organisation resources
must support competitive actions and that must be available before any plan of
action. Among those resources full commitment and innovative ideas from
employees are the most valuable. It is vital to realise that when creativity is
dulled, commitment dampened, enthusiasm drained, financing depleted;
competitors will take advantage of a weak position. For the best control of the
situation without unnecessary delay, speed and quick decisions will help in
business. Quick and successful business return is the overall objective of any
competitive action. In business negotiations, speedy decisions are essential for
overall success. Prolonged discussion may bring harm to the overall situation, in
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particular when control of the actual situation is difficult. When competitive
actions are prolonged, resources will become scarce and desperate. Strategies
that waste time and exhaust resources will never work.
External factors are critical to the appropriate design of a strategic planning
process within an organisation. One of the key roles of a strategic planning
process is to ensure that organisations respond effectively to changing external
situations. Executives who cannot balance risk with opportunity cannot profit in
today's business environment, in particular in this information technology age.
Speed and innovation with accurate information are the keys to success.
Throughout The Art of War, Sun Tzu emphasised the critical role of the ordinary
troops and people in determining the success of military warfare. Sun Tzu saw
the symbiotic relationship between motivated troops and informed co-ordinated,
involved and strategically aware managers. Effective implementation in war or
business involves sharing the strategies or plans across and down hierarchical
levels. The nature of participation of 'people' in strategic planning is explored.
These range from those at the top to those at the lowest rank in an organisation
hierarchy (Foo et al., 1994).
A skilful executive should have a simple and effective organisational structure
for well-defined management objectives, quick decision making, less extravagant
spending and proper use of resources. Large and multinational corporations
should let the subsidiaries and remote plants use their local resources and people
and not to over-burden the head office.
Timely, proper and accurate information is the key to successful competition.
However, expensive information would waste resources. In this connection and
because of the fast growing information technology nowadays, it is therefore
essential to be aware of the usefulness of some expensive capital investment that
may be out of date. A wise executive would harvest timely information from his
business partners and competitors.
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Unify other business into the corporation and become more competitive in the
marketplace; taking over or unifying business with competitors is not
uncommon. Proper use of the existing expertise and human resource will further
strengthen the foundation of the corporation for future competition. A skilful
executive will build the strongest possible team from the people in the company
and corporation.
To capture the spirit of employees, executives must give them clearly defined and
valuable rewards. It could be a group award or individual merit of achievement.
It is sometimes useful to reward someone openly and use that as an example of
meaningful rewards for excellence. To be a caring organisation, management
should treat the employees well and provide proper training and development for
them. In some open competitions or events, an individual achievement would
represent the overall success of the whole company. Executives must understand
how to excite the employees and dominate a marketplace with quick results and
not prolonged activity.
c) Strategy 3: Competitive Strategy and Wisdom
The mean score for Strategy 3 is 3.6, which is close to "very important" ranking
position. This ranking implies that Sun Tzu's wisdom in the "Competitive
Strategy and Wisdom" is accepted in the Chinese based society like Hong Kong
as their business management strategies.
This strategy intends to develop winning strategy in accordance with the
individual and company characteristics that are essential in business
management. It is regarded that the best survival technique is winning without
real confrontation. By understanding the strengths and weaknesses of the
company itself and the competitors, management should develop strategies to
increase the power and control of the market share.
Sun Tzu realised clearly that direct confrontation between armies can involve
heavy losses on both sides and that the deployment of means to subdue the
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enemy without battle was preferable and therefore more skilful. In today's
business parallel as well as in an increasingly global and contested marketplace,
it is the use of means of gaining dominance without mutually destructive price
wars that is to be preferred (Foo et al., 1994). For example, a wise executive
would take over business without extra cost.
Traditionally, competition tended to be thought of as involving action and
reaction in the areas of price and promotion, and this still continues to be so to a
large extent. The stress has moved to distinctive competencies, which
differentiate a company from its competitor, and allow it to dominate its market
niche. The heavy emphases on distinctive quality, customer service, and a strong
corporate image and culture are all hallmarks of this approach. This
distinctiveness may, in turn, rest on a strength in the product or process
technology, giving innovative products, lower costs, or preferably both (Foo et
al., 1994). Capturing a market is achieved by providing better service and better
new products. To capture competitors by tactics rather than destruction will be
the best strategy as destructive tactics should only be used as the last resort. If at
all possible, to win the entire business market without competitive battle is the
ultimate goal because competition through head on competition is very much a
waste of resources. It is therefore essential to understand strategy that helps to
win.
To be able to maintain good market share, bringing in new products continuously
will be a good strategy. However, it must be followed by proper marketing. To
attack competitor's products and reputation is the worst strategy since a
destructive competition may end up self-defeating. It is therefore vital to use
wisdom and best strategy instead of aggressive tactics for success. A skilful
executive should pay attention in the meeting of new demands through
continuous innovation, satisfying customers' satisfaction and eventually having a
bigger market share.
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Preserving resources by not having a prolonged campaign and head on
competition would become the art of effective competitive strategy. A wise
executive should understand the situation well and act flexibly. In considering
the available resources, the executive should estimate the possible outcome
before entering the real competition. However, the executive must be optimistic
and always consider the worst scenario and plan accordingly. For the weaker
side in competition, be prepared to leave in favour of some other more profitable
business partners that can dominate.
In organisations, the executives are leaders that can determine or affect the
survival and growth of themselves and the organisation. Decisions should be
taken at the appropriate company level, that is, more delegation of responsibility.
It is important to note that a senior executive can cause a lot of trouble in a
number of ways; such as causing trouble by acting out of ignorance, focusing on
rules rather than customers and providing no flexibility, promoting someone with
no skills and ability etc. Employees may be confused and de-motivated by the
action of the senior executive, and then competition will be not to the advantage
of the company.
What makes an executive successful in an organisation? An executive is the one
who understands the strengths and weaknesses of self and competitors and who
knows when to attack and when to retreat. The executive who knows how to best
use the available resources under all circumstances, manages to gain the best
support from the customers, employees and management and has made the best
possible preparation with the most up-to-date information and waits for
opportunity. An efficient organisation should delegate the appropriate authority
to each level and the executive can make the best use of the authorities given
without interference. If someone knows the business partners, the competitors,
the strategies and oneself well will win hundreds of times. A better
understanding of self and competitors' situations will help to win business
competition.
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d) Strategy 4: Positioning and Targeting, Strengths and Weaknesses Estimation
The mean score for Strategy 4 is 3.8, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the
"Positioning and Targeting, Strengths and Weaknesses Estimation" is widely
accepted in the Chinese based society like Hong Kong as their business
management strategies.
In organisations, executives should plan to strengthen their competitiveness
before entering into real competition. They position themselves and their
companies in situations where they will survive, even when facing severe
economic downfall or keen competition. They should also try to equip
themselves and the companies with the most up-to-date technology and be ready
for continuous innovation. It is vital to realise that survival in the world market
competition depends on a careful and well-prepared defence. They should
position themselves strongly wherever possible for defence first and launch an
attack right to the target while the defence still keeps the top secret. Excellent
business returns and results come mainly from taking the initiative in well
equipping and acting at the right moment.
An effective executive should be aware of business and situation changes and
never be content with the present position and try to bring in new ideas and
introduce new markets and products. The most dangerous situation is one that is
content with the existing situation and never steps forward. Some careful
planning of the situation would enable the business to take control.
It is not necessary for effective executives to be well known to everybody or
capable in all aspects. However, they must have the ability to see the importance
and capture those sure wins first. They are not the people with infinite wisdom
and reckless courage. Effective executives have competitive strategies and will
never be in a loose situation. They will defend from the positions that can never
be attacked. They create the situation of winning first before taking positive
action or initiating attack and try to win those that seem easy.
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Effective executives cultivate themselves on their characters and professional
ethics. It is highly essential that for business excellence performance an
organisation should be responsible to the public and the people concerned. The
detailed elements of strategies include strategy identification, fact-finding and
gathering, strategy analysis, alternative strategy consideration, strategy checking
and judging, and taking strategic action. They also demonstrate their momentum
and initiative at work. They make good preparation, judgement and wait for
opportunities created by others, and act at the right time. They are those who are
competent in market analysis, resources estimation, manpower and market share
calculations, comparison of strengths and weaknesses of self and competitors as
well as analysing and foreseeing the chance of success and f ailwe. Benei
understanding the principles of business would help to adopt the correct policies
for business excellence.
This strategy of Sun Tzu's philosophies indicates that self-improvement and
better strategies on business management are reckoned to be the best survival
strategy. It is agreed that self-improving and development is the long-term
strategy for competitiveness. On the other hand, executives should cultivate
themselves on their characters and professional ethics with a strong commitment
and responsible organisation to all people concerned including the public; that is
vital for business excellence.
e) Strategy 5: Opportunity, Timing and Management Structure
The mean score for Strategy 5 is 3.3, which is close to the "average important"
ranking positions. This ranking implies that Sun Tzu's wisdom in the
"Opportunity, Timing and Management Structure" is generally accepted in
the Chinese based society like Hong Kong as their business management
strategies.
The success of this strategy is based on a good organisational structure that helps
employees understand their responsibilities and have delegation of authority. A
good organisation structure will help to define clearly job responsibility,
irrespective of the size of the organisation. A successful and effective business
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competition relies on the proper organisation and good communications at all
levels.
The use of business tactics requires flexible managing policy. There are two
types of business tactics, normal and special tactics. The use of these tactics will
give rise to a great number of business approaches for both defence and attack
positions. Normal tactics are used to confront opponents, whereas special tactics
are used to win situations that are unexpected. Winning situations will help to
realise the strengths and weaknesses of competitors. Effective executives win
competitive situations because of their good tactics and appropriate timing and
these tactics will create a great number of alternative situations. The actual
situations of both parties whether they are in apparent disorder or proper
organisation depend on the management structure.
Move quickly to explore more business opportunities. Wise executives get
control of the situation through their own initiative and offer some advantages
and win by strategy. Also the wise executives will select the most appropriate
person for the job, the right person gets the right job.
f) Strategy 6: Control of Market Situation and Climate
The mean score for Strategy 6 is 3.5, which is in between the "average
important" and "very important" ranking positions. This ranking implies that
Sun Tzu's wisdom in the "Control of Market Situation and Climate" is
accepted in the Chinese based society like Hong Kong as their business
management strategies.
The main theme of this Strategy is that the way to control and increase the market
share is by continuous innovation of new products and introduction of strategy
avoiding any direct competition. That will make the overall business situation
under control. Executives should always know in advance the strategy of their
competitors and focus on their weaknesses. Every company has its own strategic
planning. Thus, focusing on the weaknesses of the competitors and promoting
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the company's strengths are the effective way to control and increase the market
share.
To stay ahead of technology and keep ahead of competition through continuous
innovation are the key factors of success in business. An effective executive
should take charge of the competitive situation, overseeing the market change
and distribution and preparing to react promptly and quickly to the changing
needs, staying ahead of the competition.
During competition, one should keep the rivals on the move and in the dark and
appear where the competitors must rush to defend. As a strategy, consider
attacking competitors' weak points while building on one's own strength. Attack
those weak points that cannot be defended; and defend those strong points that
cannot be attacked; that would lead to the situation where competitors do not
know which point to defend or attack and where the moves always succeed and
are never attacked. A company should know when to withdraw from the market
in order to reduce losses at the right time. To control the situation, executives
should lead the competition while retaining flexibility; divide the competition
while remaining intact; distract the competition while retaining focus. Hence
they should pressurise those weak points and create overwhelming leverage.
Competitors will be weakened in certain areas if resources are to be spread out in
order to meet new challenges. If the business has to over-diversify, the business
can easily be challenged, it is therefore essential to concentrate the effort where
business is strong.
Any organisation should know the market well for success; they should lead the
market and not let competitors lead. Be able to control the time and place of
competition so that good and detailed preparation can be carried out without
risking failure, hence taking control of the situation. Even though the
competition is keen, people can still win by better understanding the market
requirement. Knowing all the details and analysing the strengths and weaknesses
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of both sides gives a better control of the competition. Change strategy
constantly according to the market's dynamic situation. Effective executives
should continuously review the strategy, compare the strengths and weaknesses
and look for sufficiency of resources. Business strategy should never remain
constant and should take any form as good strategy takes no special form and is
invisible.
g) Strategy 7: Management of Conflict & Avoidance of Confrontation
The mean score for Strategy 7 is 3.7, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the
"Management of Conflict and Avoidance of Confrontation" is widely
accepted in the Chinese based society like Hong Kong as their business
management strategies.
This Strategy highlights the important roles of management in seeking larger
market share, getting more accurate market information, and managing the.
company as well as preparing for more severe market competition. Sufficient
resources should always be available to meet these challenges. As the market
situation varies all the time, management should lead the company and make
necessary decisions and responses. Management is no doubt the key to future
success. On the other hand, a good management should prepare themselves for
different situations, adverse situation or disasters. Only with this attitude can
they make the company successful against any kind or different degrees of
competition. Moreover, positive management attitude can motivate employees
and act as a good reference for them receiving challenges.
Business competition is difficult when confronting competition head-on. To
manage the situation avoiding conflict, a wise executive should try to understand
the need and take on competition by gathering information and necessary
resources, organise them properly and bring them all under control. Correct
timing and use of information will help to win the situation. Prolonged meetings
without any decisions will be a waste of time and resources. It also creates
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grievances among employees. Proper decisions should be made at the right time
after knowing all the details.
There are not only disadvantages but also danger in competing for an
unfavourable position. Inadequate preparation will lose business and market
share. Moving the business into a difficult conflict situation without good
preparation will leave little chance of success, efforts scattered, resources wasted
and motivation destroyed.
For a business partnership, it is important to know the potential partners well
before entering into joint venture. If it is necessary, financial resources are
required to employ inside informants and consultants to find out the strengths and
weaknesses of competitors and propose successful plans. Nevertheless, the
executive should keep the strategy secret and change the form constantly,
keeping the vision while maintaining flexibility for short-term deviation.
The effective executives who master the tactic and make a complicated route
simple will win. So the whole company business should be as swift as strong
wind while taking action, as stable and ordered as a forest while executing plans,
as fierce and violent as fire while attacking business; and as firm as a mountain
while carrying out policies and strategies.
Motivate the people for a common goal through good communication and effort.
Improper communication and order will generate employees' emotion. A wise
executive should unify employees' plan of action using clear instructions and
good communication skill. The next step is to strengthen the organisation and
plan business strategies properly. Good mastery of morale and emotions, good
grasp of the tactics and information, and good control of the strengths and
weaknesses of the organisation will certainly help to win. If the situation is
unfavourable, it is advisable not to challenge a well-prepared and well-organised
competitor, time the action accordingly and wait for any opportunity that arises
and any change of situation.
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h) Strategy 8: Flexibility and Adaptability
The mean score for Strategy 8 is 3.6, which is close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the "Flexibility
and Adaptability" is accepted in the Chinese based society like Hong Kong as
their business management strategies.
This Strategy relates the flexibility and adaptability of different strategies of the
management. Even though the company is operating smoothly and the market
situation is stable, the management should prepare for any unexpected
competition.
In order to maintain flexibility in business, it is essential not to engage in any
competition if the situations are weak and cannot be defended. To have good
control of the situations, it is dangerous to set up a position that is remote from
the resources where help cannot be obtained easily. In forming alliances with
partners', in particular offshore partners, it is vital to communicate with them for
information and mutual support. It is unwise to engage in competition with
strong competitors who can challenge the existing position. Sometimes it is
important to be alert and not to take any advantage from the competitors because
that could be bait.
As a good practice, an effective business should never try to take over a defeated
business entirely, and to win the situation completely. It is moral to leave a
chance of survival to the competitor. An executive should be flexible in strategy
and adaptable to changes in all circumstances, for the best possible management
of resources. Market conditions should thoroughly be understood and they
should be known well before business can be operated properly.
There are some plans that should not be followed completely; only the situation
that is advantageous to the company. There are some competitors that should not
be attacked; business that should not be captured; markets that should not be
seized and decisions from the management that should not be taken entirely.
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Consider both the favourable and unfavourable factors in business, then the gains
and losses in strategic calculations will be obvious. By considering both the
gains and losses, the strategic plans can be trusted for maximising profits and
foreseeing problems. In launching a strategic attack in business, it is vital to
make the competitors lose by constraining them, keeping them busy or occupied
by giving them some benefits.
Fatal weaknesses of management should be clearly understood and avoided.
Recklessness will result in wasting of resources, cowardliness will result in
usurping by competitors, bad-temper will result in reckless decisions, and self-
importance will result in flattering actions.
0 Strategy 9: Observing and Maneuvering
The mean score for Strategy 9 is 3.8, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the "Observing
and Maneuvering" is widely accepted in the Chinese based society like Hong
Kong as their business management strategies.
In order to survive in the business market, management has to be aware of the
market trend and needs, thereby having a quick response to the market demand.
Moreover, management should promote the business to increase the
opportunities. Inside the company, top management has to develop an effective
and efficient system and co-operate with the employees to overcome any
difficulties. The market situation varies from time to time. Management has to
understand the market needs and respond accordingly. Moreover, good
marketing strategy should increase business opportunities and promote the
business. The more flexible the company reacts to the change of market
situation, the more chance of success in business.
During the time when there are problems in the business market, it is preferable
to stay away from these difficulties and problems. Try to take the market first by
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adequate resources, then face the challenge when a stable organisation structure
is maintained. To ensure winning a competition, it is advantageous to challenge
competitors when they are halfway through their re-organisation process.
Being an efficient organisation, it must keep administrative matters simple and
clear and perform all matters in the most easy and well-understandable ways.
Operations have to be kept simple, efficient and effective. Different tactics in
different situations can be used for success. However, the organisation should try
to maintain stability, as people feel more comfortable with the methods and
processes that they understand.
During business competition, the organisation should move away from dangerous
situations as quickly as possible to ensure safe operations. Executives should
position the company in the most favourable market situations with the most
innovative products and market information. Besides, executives should be alert
for the environment that is uncertain and incomplete of understanding, and
observe the competitor's position and plan strategy accordingly.
Wait until the situation is clear before re-entering into market competition. Good
and accurate decisions make proper investment in business. Stay away from the
unfavourable and dangerous situations and let the competitors get near to them.
Thoroughly understand the market situation to avoid potential problems and
identify pitfalls. Observe market indicators to identify potential problems. When
the competition proposes a joint venture without warning, it means that he
understands his strategic position. When the competitor does not explore market
potential, it means he has no extra resources. When the competitor sees the
obvious advantage but does not approach it, it means that he is tired and passive.
When the competitor uses the last available resources, it means that he is in
desperate situation. When the competitor has low morale, it means their
leadership is poor. Prestige and authority of senior management are both
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important to the final success. When the competitor hands out excessive
rewards, it means that he has difficulty motivating his people.
If everyone does what he or she should do diligently, then both the management
and workforce would be benefit from that. They trust each other and have a good
relationship.
Advantage in having more resources does not give absolute superiority.
Organisation must not get into the market recklessly. Proper assessment of the
entire market potential is essential.
.i) Strategy 10: Competitive Situations and Causes of Failure
The mean score for Strategy 10 is 3.5, which is in between the "average
important" and the "very important" ranking positions. This ranking implies that
Sun Tzu's wisdom in the "Competitive Situations and Causes of Failure" is
generally accepted in the Chinese based society like Hong Kong as their business
management strategies.
This Strategy highlights the importance of management in appreciation of the
pros and cons of competitive business situations and identifying the possible
causes of failure in business competition. Depending on the actual situation that
might be rather complex and complicated, top management should prepare
themselves for direct competition, still maintaining orderly and smooth running
of policy within the organisation. It is essential that companies maintain high
performance, good morale and loyalty to the companies. Sun Tzu did provide
some good layouts of different competing situations that management should be
aware of and should maintain the employees' spirits to face the difficulties.
During competition, advantage would be gained over the competition when the
competitors are unprepared. An attack on the competition can be launched when
they have little room for manoeuvre. The next step is to review the business
position and decide the plan of action.
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Competitive situations can be described as accessible, ensnaring, inconclusive,
restricted, difficult, and speculative that are equivalent to the description of
terrain as accessible, ensnaring, suspending, narrow, mountainous, and remote
respectively. Determination of whether moving resources into the competitive
situations requires great understanding and careful examination of the plan in
light of these situations.
Management should know of their internal weaknesses that could lead to
business failure. Competitive operations can be failure due to lack of resources,
lack of direction, lack of performance, lack of discipline, lack of order, and lack
of competence; these are mainly the management faults.
Market situations help decision-making. Effective executives understand
business partners, competitors and themselves well. They should estimate the
resource requirements, the difficulty of all possible alternative strategies, assess
the factors and their priorities requiring immediate or later attention. They
should also know the strengths and weaknesses of both sides. Understanding
these details and applying them properly will result in a win.
A good executive competes for business advantage without taking personal fame
and gain and admitting failure without shirking responsibility. An executive
whose only goal is to benefit the business partners and organisation is the
company's precious asset.
Treat the employees like the members of the family and they will share the
vision. However, one must be careful not to spoil the employees. An executive
may be too generous and cannot use them effectively, too kind and not train them
properly, too disordered and not discipline them correctly. A skilful manager
reallocates his resources without losing his direction and purpose. If an effective
executive knows well his people, his opponent's ability, and the resources and
competitive situations he will be ever victorious.
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k) Strategy 11: Competitive Conditions and Offensive Strategy, Alliance and Vision
The mean score for Strategy 11 is 3.8, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the
"Competitive Conditions and Offensive Strategy, Alliance and Vision" is
widely accepted in the Chinese based society like Hong Kong as their business
management strategies.
Good management should identify the competitive situations and react to those
situations. Moreover, management should plan and lead the employees to have
their work done effectively and efficiently. This strategy could be considered to
be a summary of the previous three strategies. In order to survive in the various
market competitions, management should have enough ability to lead the
employees and develop robust strategies to overcome all the difficulties.
Competitive situations can be different according to the way business is
conducted. By making a market alliance, stronger market control and strategy
will be generated. However, one must bear in mind not to attack one's
competitor when resources are not focused. Proper application of the principles
of offensive strategy requires analysis of the competitive situations. The
competitive situation determines what following on action has to be taken,
whether it is more advantageous to advance or retreat, and what resources have to
be examined carefully. Resources include technical, financial and organisational
aspects and they should be adequate.
When a business market competition started where the situation is dominated,
people become less concentrated and over-confident. Then they are in a scattered
or dispersed situation. Immediate actions are to avoid further competition, unify
the will of all people, and consolidate the available resources for future
competition.
When organisations are attempting the competitors' market, they tend to be less
committed to their allocated resources. They are in an uncommitted or frontier
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situation where they can pull out easily and quickly. Immediate actions are to
keep resources focused on the goal, strengthen the planning and observe the
details of change.
When either side attempt to occupy the same business market that will be to their
advantages, both sides may pump in heavier resources in order to win. Then they
are in a conflict or contentious situation. Immediate actions are to keep still,
approach from the less obvious side, and create an advantageous situation before
expending resources to win.
When either side can advance to and retreat from the business market
comfortably, both sides are free and open to operate. They are in an accessible or
open situation. Immediate actions are to keep on guard and strengthen defences.
When the business market falls to several business partners, whoever first
dominates the share will get the others support. They are in intersecting or focal
situation. Immediate action is to consider forming strong alliances and sharing
benefits.
When they have already committed heavy resources and are involved deeply in
the business market where they are not the major business partners, they are in a
critical and serious situation. Immediate action is to look for adequate resources
ensuring continuous flow of provision.
When there are many barriers including technical, financial and organisational
challenges that they have to overcome in the business market, they are in a block
or difficult situation. Immediate action is to overcome these barriers quickly and
press forward swiftly.
When they have already committed heavy resources and no easy way out of the
business market and competitors are likely to take over from us; they are in a
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surrounded or encircled situation. Immediate actions are to eliminate our
weaknesses and hinder competitors from attacking business partners.
When they can survive only if they can win the business market quickly, they are
in a deadly or desperate situation. Immediate action is to let all employee facing
the fact that there is no choice but react urgently or the business may not survive.
In managing competitive actions, effective executives would advance when it
was to their advantage and halt when situations were unfavourable. Effective
executives would make the situations difficult to competitors and their people.
They should be aware of the business situation and prepared to act speedily using
innovative approaches and attacking competitors' weaknesses.
Care and look after the people in the organisation. Competitive actions will
succeed only if all people in the organisation are committed to the same goal and
have a unified objective. Make sure that all employees are in excellent condition.
Keep them in good health, good spirit and good morale. Reserve their energy
and never over-load them. Only those companies in these conditions can meet
unexpected challenges.
Make business urgent to ensure co-operation and alignment of vision. When the
company is fully committed and has no alternative but to struggle for survival,
people will stay alert, do without asking them, co-operate without directing them,
and follow instructions without ordering them? All rumours should be avoided
and there is no suspicion among employees. Winning the business competition
will happen soon.
Those who are skilful in business should ensure all the resources work together in
co-operation. Alignment of the company workforce to the vision depends on
good management.
Effective executives should create a situation whereby the whole workforce is
committed to the same goal. He would then execute the strategic plans
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accordingly with clear and distinct orders. The leader of a company should have
a mind that is serene and unfathomable. He must administrate his workforce in
an impartial and upright manner. The executive of a company should
demonstrate his commitment to the workforce and remain true to this
commitment on all he does. The executive should also put the organisation into a
position where the highest level of performance is necessary for survival.
The more successful the business, the more motivated and committed the
workforce will be towards their work and make contributions. Align the
workforce to the vision of the company. A company that does not understand the
intention of potential partners cannot form alliances with them.
Business strategic plans of action cannot be formulated without the hi]]
understanding and awareness of the dynamic changes of current market situation
and business information.
If a company is strong, it does not need to seek alliance. Unify the thinking of all
people and make them work for you.
Effective executives should lead the company by showing good examples,
motivate people by giving out reward, and put them in a desperate position by
committing fully or-else failure. Appear not to be strong, but when opportunities
arise, launch the business attack.
0 Strategy 12: Destroying and Decision
The mean score for Strategy 12 is 3.8, which is very close to the "very important"
ranking position. This ranking implies that Sun Tzu's wisdom in the
"Destroying and Decision" is widely accepted in the Chinese based society like
Hong Kong as their business management strategies.
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In order to be a winner, management cannot start competition at its own wishes.
Clever management should wait for the suitable opportunities such that it is
confident to beat the competitors in a short period.
Destroying a competitor's reputation is the last resort that could possibly be used
and is the most dangerous competitive operation. There are five areas of attack
of reputation. These include personnel, personal relationships or management
structure, organisational products and individual performance, employees and
facilities, suppliers and supporters, and capital resources and financial backing.
The key to success is recognising good opportunity. Appropriate timing for
destroying competitors' reputation is when there are other difficulties present on
other political and economic scenes.
Always stay ahead of the competitor. Destroying reputation is a method of
permanently defeating competitors. Effective business should remain flexible
and adapt in accordance to the changing situation. Good management practices
are based on the previous achievements. One must not sit on the present
situation and must continuously look for innovation. Defeating a competitor
without great benefit is a misfortune. Executives should weigh the gained
benefits before launching a challenge. A simple mistake could ruin the whole
business. A wise executive should not compete out of emotion. It must be well
understood that a destroyed reputation cannot be restored.
m) Strategy 13: Intelligence and Information
The mean score for Strategy 13 is 3.2, which is close to the "average important"
ranking position. This ranking implies that Sun Tzu's wisdom in the
"Intelligence and Information" is generally understood but not widely used in
the Chinese based society like Hong Kong as their business management
strategies. The result shows that use of spies is uncommon in the society.
This Strategy had a fair response of importance. To be successful, it is essential
to have a better understanding of the objectives, resources and activities of the
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competitors, customers and business partners. By understanding the competitors'
business strategies, companies can avoid direct attacks or prepare for solutions.
In knowing the customers' needs, companies can also easily fulfil the
requirements and increase the market share.
Ignorance of the competitor's situations is a danger that may lead to wasted
resources. Achieve extraordinary accomplishments by good management of
people who clearly understand the market situation. A smart executive should try
to obtain that critical and useful information about competitors; for instance, their
objectives, resources, and activities. He knows the details of the competition and
constituencies, and he wins because he confuses the situation by providing some
misleading information about his own objectives, resources, and activities.
This critical information or intelligence comes from people who have first hand
information or knowledge of the competition. Use many ways of gathering
information from the market, this will help to hide your intention from
competition, and helps to make wise decisions. Intelligence information may
come from different sources: internal sources of information of the competitors,
counter-intelligence from both sides and internal intelligence within the
company. Information gathering is always possible. Detailed information of the
market is essential. Recognise and try to recruit talented people to work for your
company. Recognise talented people's achievement in your company to achieve
great tasks.
9.5.2 Survey on Business Management Strategies Using The Thirty-six
Strategies
The business management strategies based on The "Thirty-six Strategies" are 2.7 in
average, which is in between the "below average important" and "average important"
ranking positions. This lower ranking compared to the mean of 3.0 implies that the
"Thirty-six Strategies" are not widely accepted and adopted as Chinese business
management strategies and tactics.
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As detailed in Appendix F, only half of the 36 strategies were reported to be useful as
business management strategies. They are Statement S2, S6, S8, S11, S15, S16, S17,
S18, S19, S20, S21, S22, S25, S26, S27, S30, S35 and S36. All these strategies have
a feature in common: that is honour, integrity and righteousness. Comparatively
speaking, these are some longer-term solutions or tactics, which are essential for
business management.
Similar to the Sun Tzu's philosophies, these strategies stress on effectiveness and
efficiency. For winning strategies in competitions, winning avoiding head-on
competition would be most advantageous for long-term and overall situations.
Whatever actions to be taken should be confidential until the final release so that the
opportunity would not be lost. Again, it is essential to avoid direct competition with
the competitors on their strengths but focus on their weaknesses. Once competition
started, the actions have to be fast, and unpredictable. Moreover, self-improvement
and maintain a motivated working environment are essential to minimise attack by
the competitors. Besides, the management should also have a longer-term vision in
running a business.
a) Strategies for Ensuring Win
During business competition situations, people may try to create an atmosphere
or impression of familiarity with the situation to their competitors, within which
they are actually manoeuvring, which is different to the real situation. However,
this practice gives people feelings of dishonesty and immorality [Strategy I.
Cross the sea by deceiving the sky.] When a stronger company is about to take
over a weaker company, a third company can gain a good reputation by attacking
the aggressor, apparently behaving as the defender. That company also
eventually takes over the weakened defender, without incurring the same
opprobrium that would be levelled at outright aggression. [Strategy 2. Besiege
Wei to rescue Zhao]. When a company in a business conflict is weakening, that
company may draw some other companies into the competition, thus delivering a
fight back while conserving own strength. Eventually the enemy may be
defeated and destroyed. Then that company may take over the whole business.
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The practice is not benevolent [Strategy 3. Kill with a borrowed knife]. Before
starting any business competition, the company tries to preserve the energy while
the opponents are carrying out some things else of no importance hoping that the
opponent's energy is exhausted. This approach is shameful because of defeating
someone in an unfair situation [Strategy 4. Relax and wait for the adversary to
tire himself out.]. Some companies may use other companies' troubles as
opportunities to gain something. This practice is immoral and shameful. On the
other hand that company should try to help the opponent first and gain reputation
and trust for the company [Strategy 5. Loot a burning house.] . During a
competitive situation, a company spreads misleading information about
intentions, or makes false suggestions, in order to induce the opponent to
concentrate his defences on one front and thereby leave another front vulnerable
to attack [Strategy 6. Make a feint to the East while attacking in the West.]
b) Strategies for Planning Opportunism
During business competition, a false idea is created or is conveyed in the mind of
the opponent as a reality. In fact the company does not have what it does. This
strategy gives people the impression of creating something out of nothing is
rather improper and dishonest [Strategy Z Create something out of nothing] . In
business operations, a company sets up a false situation distracting the
opponent's attention, then penetrates the opponent's market without notice
[Strategy 8. Pretend to advance down ond . In business competition, a company
calmly looks on when adversaries' experience troubles, waiting for them to be
out of business without offering any help. This strategy is immoral and not
righteous. Most of the people believed that although engaging in business war,
offering help to the competitors today may eventually receive help from them in
the future [Strategy 9. Watch the fire burning from across the river]. In business
competition, companies ingratiate with competitors, with the objective of gaining
their trust and confidence. Once their objectives are achieved, they move against
them in secret. The disagreement on this strategy in business revealed that it is
immoral and not righteous. Chinese business and management practices believe
in words and deeds, sincerity and co-operation. 	 Nevertheless, business
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competitors should always be alert of those people who might use some improper
tricks in doing business [Strategy 10. Conceal a dagger in a smile]. In business
operations, some companies may have to sacrifice in order to achieve a greater
goal. Most of the business people reckon honesty is vital and important in
business. For whatever reasons, it is improper to substitute one thing for another
unless the products or services to be replaced are far superior to the original one.
In that case the customers will believe that the replacement was an improvement
of what had been provided previously [Strategy 11. Sacrifice the plum for the
peach]. In business, some companies take advantage of any opportunity,
however small, and involve themselves of any profit, however light. They
behaved so calmly and naturally, as though they had been doing a normal and
proper thing, that their competitors never noticed them. Again it is improper to
take advantage of others it is; both immoral and discourteous [Strategy 12. Take
a goat in passing].
c) Strategies for Waging War
In business competition situations, when opponents are reserved and
unfathomable, companies create some sort of stir to see how they will react. In
reality, business strategy should be kept secret and not alert the competitors
[Strategy 13. Beat the grass to startle the snakes]. Most companies do not use
what everyone else is using, but use what others are not using. This can mean
reviving something that has dropped out of use through neglect, or finding uses
for things that had hitherto been ignored or considered useless. Most people
believed that to use what others do not use might interfere with quality and
therefore considered improper [Strategy 14. Raise a corpse from the dead]. The
companies do not go into the fastness of powerful opponents' territory, but
induce them to come out of their stronghold [Strategy 15. Lure the tiger out of
the mountain]. The defeated opponents may become good partners and
extremely useful to the future development of the company. On the other hand,
if the situation is not handled properly, they may turn back again and strike
desperately. After they scatter and lose their energy, then they can be taken
captive without further violence. It is important to show the executive's wisdom,
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benevolence and sincerity in handling the situation [Strategy 16. Let the
adversary off in order to snare him]. Companies present something of
superficial or apparent worth to induce opponents to produce something of real
worth. In business operations, it is important to show initiatives and positive
actions demonstrating the ability and potential of the company. To be able to
attract profits would be the added advantage [Strategy 17 Cast a brick to attack a
jade]. The companies confronted with a massive opposition take aim at its
central leadership. In business operations, it is important to have business focus
and vision; otherwise it may lose attention easily [Strategy 18. To catch bandits,
nab their ringleader first].
d) Strategies for Confusing Enemy
During business competitive situations, companies cannot handle an adversary in
head-on competition. They can still win by undermining the opponents'
resources and morale. This strategy impresses people and demonstrates the good
strategic planning and determination of the executive [Strategy 19. Remove the
fire from under the cauldron] . The strategy also shows that the opponents were
confused about their direction and goal of their business; then other companies
may take this opportunity and get advantage. It may mean taking over
uncommitted or disenfranchised business. This strategy demonstrates the
flexibility in policy, speedy and positive action of the companies [Strategy 20.
Catching fishes from troubled water]. During a competitive situation, companies
might have to leave behind false appearances created for strategic purposes. Like
the cicada shell, the facade remains intact, but the real action is now elsewhere.
The strategy impresses people and confuses them without causing harm to their
opponents [Strategy 21. The cicada sheds its shells]. Companies might catch
invading predators by not letting them get away. You do not let them get back to
their homeland with what they can get from you. If they escape, do not chase
them, because someone will thereby fall prey to the enemy's plot to wear you
[Strategy 22. Fasten the door to catch a thief]. Companies might need to employ
business management strategies for alliances making allies at a distance,
attacking nearby. When they are more vulnerable to that close by than those far
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away, they can defend themselves by keeping the opponents around them off
balance. In the meantime they can cut off their field of manoeuvre by securing a
broader ring of alliances surrounding them. This strategy can also be interpreted,
as the immediate problems should be attended first than those of longer term.
The high percentage of disagreement with this strategy for alliances reflects the
situation that attacking nearby neighbours in Hong Kong is rather uncommon.
To the contrary, Hong Kong business in the past enjoyed the free market and fair
competition from all over the world. Because of the free market situation
together with all-fair legislation and policies, Hong Kong becomes one of the
most prosperous and economically advanced countries in the world. On the nther
hand, the alternative interpretation of the strategy of solving the most urgent and
immediately problem first would lead to a fair and good strategy. That would
give people a proper guide and helps prioritise their business problems
accordingly [Strategy 23. Be friend a distant state while attacking a
neighbouring state]. During a business competitive situation, companies might
use the opportunity of borrowing the right of way of a weak party to attack the
strong neighbour. They secure the temporary use of another party's facilities in
order to move against a mutual enemy. After having used these facilities to
prevail over the enemy, they then turn and use them against the party from whom
they borrow them. The high percentage of respondents disagreed with this
strategy for alliances reflects the situation that alliance and then attacking in
Hong Kong business is rather uncommon. However, there is still a substantiate
percentage of respondents who agreed on this strategy [Strategy 24. Borrow a
safe passage to conquer the Kingdom of Guol.
e) Strategies for Alliances
During business competitive situations, companies might try to recruit top
talented people among allies, include them to join the companies as well. Most
people agreed with the strategy for alliances reflect the situation of recruiting the
best talented people to work for the companies is quite proper. Companies
should be alert all the time to the competitors' situations even though they are in
alliances [Strategy 25. Steal the beams and pillars and replace them with rotten
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timber]. From time to time, companies might criticise the competitors indirectly,
getting the points across without confrontation. It also shows that using some
power would beat the competition. Most people agreed with this strategy for
alliances and reflect the situation that people do prefer to win the business
through fair competition but not indirect tactics [Strategy 26. Point at the
mulberry but causes the locust]. During competitive situations, companies might
pretend to be stupid and ignorant, and let the adversary underestimate their
capabilities. The very high ranking of this strategy probably it gives people the
impression of a strategy confusing the enemy without causing harm to their
opponents [Strategy 2Z Play dumb]. From time to time, companies might
manoeuvre enemies into a point of no return by baiting them with what look like
advantages and opportunities. Most people believed that it is immoral and not
righteous to use this strategy [Strategy 28. Remove the ladder after your ascent].
Companies might dazzle and deceive the eyes of opponents using showy
business results for the purposes of business alliances, co-operation or
manoeuvres. People agreed with this strategy for alliances although this is not a
proper strategy reflecting the common situation in Hong Kong business [Strategy
29. Decorate the tree with fake blossoms]. Sometimes, companies' business
might be taken over by one of its partners purely for business decisions. This
taking over of business might be due to the merging or expansion of business or
change of business strategies. Senior management agreed with this strategy and
considered it important which reflects a common situation in Hong Kong that
merging or expansion of business are purely business decisions based on the
profitability and future prospect of the business and nothing else [Strategy 30.
Turn yourself into a host from being a guest].
j) Strategies for Defeating
During business competitive situations, companies in the state of defeat use the
charms of women or offer advantage to influence key figures in an adversary
organisation making their decisions. Most senior management disagreed with
this strategy reflects the situation that offering advantage in order to influence
decision making is not common, at least at senior management level. Hong
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Kong in the past twenty years has been very successful in fighting against
corruption. The message of anti-bribery is well spread, and most people know
the consequences of giving or taking a bribe. The result also reflects the situation
that dishonesty, immoral behaviour, and the behaviour of being corrupt is not
generally accepted in the society [Strategy 31. Use a beauty to ensnare a man].
Companies in the state of defeat pretend to be weaker than they really are. Their
opponents may defeat themselves or be mislead by one of the three reactions to
the supposed weakness. Their opponents may become conceited and
complacent, leading to downfall. They may become arrogant and aggressive,
leading to destruction. They may assume the companies are setting up an
ambush, leading to flight. Disagreement with this strategy reflects the situation
that most people thought this strategy is rather passive and less innovative
[Strategy 32. Open the gate of an undefended cit y]. Companies in the state of
defeat should consider use of improper information to mislead their opponents or
spies for inside information. Most people still neglect the importance of market
information in business competition [Strategy 33. Use adversary's spies to sow
disorder in your adversary's camp]. Use the scheme with self-inflicted wounds
and make them look like a victim as well in order to win the sympathy and
confidence of opponents. The majority of the people disagreed on this strategy
because people should have confidence on their own and struggle for success
[Strategy 34. Inflict pain on oneself in order to infiltrate adversary's camp and
win the confidence of the enemy]. Companies in the state of defeat when they
face powerful competitors should not confront head-on. They should not
concentrate all their resources on only one avenue. They should keep different
plans operating simultaneously in an overall scheme. This strategy demonstrates
the good strategic planning in the use of resources and determination of the
executive [Strategy 35. Scheme with Continuous Circles]. If the situation and
environment is unfavourable to carry on, executives should consider a retreat
strategy and reserve the resources for the future. Surrender is complete defeat,
compromise is half defeat, and retreat is not defeat [Strategy 36. Retreat is the
best option].
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9.6 Conclusions
Hong Kong has been extremely successful in her economic development during the
past century; however, the city has been greatly influenced by the culture and the
science and technology from the West. Looking back to history, the majority of the
people in the older generation are people who were immigrated from China in the
1950's and their thinking and culture are very much neo-Confucian. These people
have been working very hard and contributing well to the development of the
community. They have been able to turn Hong Kong into a world-class commercial
centre and financial centre as well as one of the most prosperous cities in the world.
That is nothing but a miracle, bearing in mind that Hong Kong has no other natural
resources except the people.
The initial intention for the ISO 9000 quality standards system registration in most
companies was purely for foreign trade and business. However, due to business
competition, the need for continuous quality improvement and marketing were also
other important objectives that companies need to fulfil. Quality is unquestionably a
key factor for achieving long-term success in today's global competitive market. As
the ISO quality standards system does not necessarily guarantee quality product or
service, the system may result in wasting of resources, in particular if management
aims at registration only but not the required quality. The ISO quality system is
certainly a good starting point for quality efforts, as the standards ensure that a
quality system is in place and is being followed. It provides the foundation for a
total quality management program by concentrating on the fundamental aspects of
implementing quality control, documenting the various processes and procedures that
affect product or service quality, and ensuring that the appropriate quality emphasis
is established and followed by everyone in the organisation.
Barriers between departments, change of individual behaviours and attitudes, lack of
in-depth TQM understanding, reluctance to change were the most difficult factors in
TQM implementation. In other words,. the main problems were the TQM
understanding, individual behaviours and attitudes, organisational cultural change the
quality management.
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Most researchers in the process of implementation of TQM in various organisations
agreed reported one of the major barriers to overcome is to change the quality
concept of the people and culture of the organisation. The TQM concepts based on
the Western gurus' thinking might not be totally acceptable to some organisations
from the East Asian countries having an entire different historical background,
history of economic development and economic structure that are significantly
different from the West. There is no reason why these countries while adapting
TQM philosophies as the Western science cannot change and modify in some way
retaining their underlying traditions or cultures.
Confucius set the tone and introduced the major themes of Chinese philosophy.
Previously, the focus of discussion on Confucius has been on the ethical aspect. The
most important theme in Confucius' teaching is humanism and it is generally agreed
that the dominant theme is self-cultivation and moral preaching. Confucius put
human nature and the value of developing oneself through learning. The teachings
of Confucius have been used primarily to propose a concept of wisdom as the unity
of truth and goodness which provided a framework for understanding the
relationships among cultivation of individual behaviours and ethics, harmonise the
family, rule the state and govern the whole country. Confucius put learning and self-
cultivation as the most essential elements among all. The perfectibility of human
beings and the need for constant renovation of the spirit are essential in order to
achieve that perfection.
Prevalent TQM theory and practice are dehumanising because it is dominated by
corporate and business interests. Genuinely humanising TQM processes ought to
embody and promote the concepts of wisdom originated and inherited from their
cultures of each nation. Confucianism is a humanistic philosophy and the human
being is regarded with dignity and respect. The philosophy also emphasises values
of harmony as well as loyalty, group and family identification. Righteousness and
acts of righteous individuals are within the framework of loyalty. The survey returns
proved to be highly acceptable to Chinese people in Hong Kong as business
management strategies.
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On the other hand, the nature of business is quite like a war. The market is the
modern battlefield and its situation varies from time to time. Success also depends
on the effectiveness and efficiency in using limited resources. From the survey of
ranking, all responses provided a high acceptance of the Sun Tzu's the Art of War
and confirmed the usefulness and importance in application to the business
management strategies. Through Sun Tzu's philosophy, business executives would
develop correct strategic principles in handling business nowadays. Thus, the well-
known philosophy, Sun Tzu's Art of War, would be useful not only to the military
officers, but also to business executives.
Different from the Sun Tzu's Philosophy, the other famous Thirty-six Strategies was
not highly appreciated. Although the thirty-six strategies are very useful in handling
problems, some of them are not honourable and are temporary strategies. Therefore,
they are not that useful and applicable in the business world in which creditability is
very much of concern.
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Sun Tzu said,
"So it is said that if you know both the enemy and yourself, you will fight a hundred
battles without danger of defeat; if you are ignorant of the enemy but only know yourself,
your chances of winning and losing are equal; if you know neither the enemy nor
yourself, you will certainly be defeated in every battle."
Sun Tzu said,
"You should be as swift as strong wind while taking action. You should be, as stable as
silent forests which the wind cannot shake while you move slowly. You should be as
fierce and violent as raging flames while raiding the enemy's state. You should be as
firm as high mountains while being stationed there. You should be as inscrutable as
something should behind the clouds. You should strike as suddenly as a thunderclap."
The influence of Sun Tzu's philosophies on the twentieth century business management
strategies is undisputed. The principle of the execution of war strategies is equally
applied in business management. The Sun Tzu's philosophies on business management
strategies presented in Chapter 6, 8 and 9 with a detailed flow charting structure gives an
easy and better understanding of the principles, and the result of the survey on the
understanding and implementation of the Sun Tzu's philosophies on business
management had been very encouraging.
Confucius had set up eight remarkable principles of learning, self-cultivation and social
relationships. As discussed in Chapter 5 and 8 and 9, Confucius' philosophies of learning
focus on a good understanding of basic phenomena of all things. Among them all, the
cultivation of individual behaviours and ethics are the most important elements in order
to regulate and harmonise an individual's family and subsequently manage the state and
rule the country. While Confucius' philosophies apply in business, these fundamental
principles are equally true and conform.
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The influence of Confucius' philosophies on the culture of China and other Neo-
Confucian countries in the East Asian countries is undisputed. The effect of the high
annual economic growth rate in these countries, in particular the Pacific Rim countries
has proved to have something to do with their cultures. The Confucius' philosophies are
equally applied well in a business management environment. Again, the survey has also
indicated that the use of Confucius' philosophies in business management has been
encouraging.
The gap in knowledge set the scene and direction of the research. The gap in knowledge
in current thinking is:
• The lack of integration of Chinese philosophies into organisational development
towards world-class business excellence
• The lack of understanding how Chinese values or thinking can assist achievement
of world-class business excellence.
Chapter 2 concluded that the importance of competing in a global market place, with
increasing quality demands and price- sensitive competition have led to a fast-paced race
for quality improvement as a means of achieving a competitive advantage. The two
quality systems are Total Quality Management (TQM) and the ISO 9000 Standards. The
ISO 9000 Standards certification provides a road map to the future TQM system.
In Chapter 3, quality function deployment (QFD) methodology has been used and studied
in the body of the QFD matrix. The methodology presented could also be customised to
allow companies using this approach to develop their own total quality management
strategic planning for competitiveness. The criteria of total quality strategy for world-
class business excellence performance like the Deming Award, MBNQA and EQA could
be identified as the 'Whats' on the vertical axis, and the quality gurus' philosophies as the
horizontal axis 'Hows'. Thus this methodology will help companies in developing their
total quality management strategic plan, customising for any specific requirements.
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QFD methodology could also be used in business management strategic planning besides
the TQM strategic planning. The criteria could be identified as the 'Whats' on the
vertical axis, and the best practices and strategies or philosophies of renowned strategists
could be identified as the horizontal axis 'Hows'. Thus the QFD matrix would provide
the relationships and priorities for the company' strategies based on different company
situations.
Chapter 4 investigated on the Western quality gurus' philosophies. To help in the future
development of the quality management strategies, the gurus' points were compared and
grouped. The Western quality gurus' TQM philosophy had basically fourteen points
summarising their importance and significance, with great commonalties. As discussed,
these philosophies of the Western quality gurus on TQM philosophies were mainly
focused on the change of organisation culture, management commitment and policies,
technological changes, and customer satisfaction. There were many successful TQM
cases reported, however, those unsuccessful ones always blamed the difficulties of
getting organisational culture change, poor management commitment and policies,
reluctance to changes such as acceptance of new technology, etc. Many of these
problems are more people as well as system related rather than the technical aspects. To
make TQM successful and achieve business excellence performance, fundamental change
of individual behaviours and working attitudes within organisations would be preferred.
Chapter 5 looked for the development of the twenty-four criteria based on Confucius'
teaching on best business and management practices. That would help to improve
individual behaviours and working ethics, and hence properly manage a department,
enhance business results of an organisation, and eventually manage the corporation. A
well-managed department and organisation or even a multinational organisation would
very much depend on the peoples' quality and the abilities of the managers for achieving
the organisational goals. These scenarios confirmed the domain of culture proposed by
Hofstede and Bond that better quality of management occurred because of the better
qualities of the people being managed. It also confirmed the saying that the better
management of the entire nation was because of good leadership and policy management
of the nation. To quantify the impact of these twenty-four Confucius' philosophies in
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business and management, these criteria were used as survey questionnaires investigating
the general acceptance of this ingrained culture.
Chapter 6 has presented a clear view of Sun Tzu's military strategies and the use of these
strategies in a business and management environment. Sun Tzu placed an emphasis that
"Winning one hundred victories in one hundred battles is not real excellence, winning a
victory and subduing the enemy without fighting is the highest excellence." and "The
best policy for the military operations is to gain victory by means of strategy." It is
always in the Chinese people's mind that the best strategy is to win by strategy. The Sun
Tzu's and The Thirty-six Strategies were the consolidated views of the Chinese who had
experienced and used them for the past thousands of years.
Chapter 7 presented the development of the new Global Total Quality Management
Strategy (GTQMS) based on the amalgam of the fourteen essential parameters of Western
quality gurus' TQM philosophies and the five main principles of Eastern guru Confucius
philosophy on business management with the twenty-four behaviours and working
attitudes. This Eastern guru' thinking on behaviours and ethics adds a new dimension of
criteria onto the existing business and quality management philosophies. This would
help to close the gap in knowledge of the relationship between Western TQM
philosophies and Eastern cultural value in quality and business management.
The criteria of the ISO 9000 Standards, the Malcolm Baldrige Quality National Award
(1995) and the European Quality Award for Business Excellence (1996) were evaluated
with the Global Total Quality Management Strategy amalgamating both Western and
Eastern gurus' philosophies.
Chapter 8 presented the design of the questionnaires of the surveys that had been used as
the tools to qualify the usefulness and impact of the Chinese philosophies in quality
management and business management strategies. The bases of the design of questions
were discussed in the relevant sections in the Chapter.
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Chapter 9 presented the surveys findings showing the usefulness and impact of Chinese
culture in quality management and business management strategies. The use of
Confucius philosophies and Sun Tzu's the Art of War in business management strategies
would certainly help achieve world class business excellence performance.
The surveys' results as presented in Chapter 9 with further details in the appendices were
very encouraging. The following sections discussed the main findings of the surveys and
their relationships to the main themes of the research.
The surveys as conducted and reported set the scene of the situation of implementation of
ISO 9000 quality system and TQM systems in Hong Kong environment. Hong Kong
seems to have similar situations as compared with the other countries. Some respondents
did report some degrees of success for their quality management programmes in
particular the ISO quality issues. This is, of course, not surprising, as the main impact of
quality management is to increase the awareness of quality issues, which can easily be
seen as some improvement.
Quality is unquestionably a key factor to achieving success in today's competitive
market. ISO 9000's main strength and one of the reasons for being adopted widely is that
customers could be assured of suppliers having a basic quality system in place that is
based on the same standard used by other suppliers world-wide. This unified at least
some basic understanding of quality issues and possibly eliminated having different
standards for different nations.
Through the survey, it was revealed that most ISO registered companies were quite
satisfied with the system. With the ISO 9000 quality system in place, the effectiveness
and efficiency of these organisations' performance were improved. However, there were
some other areas identified for further improvement. Contract review was not common in
Hong Kong and management had not put in sufficient effort in its implementation.
Though most things were documented, some employees, in particular those at junior
level, had not followed the written instructions. Thus, more training programmes and
monitoring should be in place to change or rectify the people's perception of quality and
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quality culture. In addition, those problems related to the plants in China were different
from the Hong Kong office. Difference in educational background, values, quality
culture and knowledge of quality etc., were the fundamental issues that had to be
resolved.
ISO 9000 is a starting place for quality effort, because the standards ensure that a quality
system is in place and is being followed. It provides the foundation for a total quality
management program by concentrating on three fundamental aspects: implementing
quality control, documenting the various processes and procedures that affect product or
service quality, and ensuring that the appropriate quality emphasis is established and
followed by everyone in the organisation (Laura, 1996).
Although business survival now depends upon quality and quality management, until
now, Hong Kong has not developed some unique issues of quality management. In most
of the situations, the implementation phase was late. Quality circles emerged from Japan
in the 1960's, but not until the 1980's did they occur in Hong Kong. The BS 5750
standard was already implemented in the UK in 1979, but the ISO standard adopted from
it was not popular in Hong Kong until the mid-1980. Hong Kong being an international
city for many years, organisations usually implement a quality system based on Western
technology and culture. The question that arises is how the Chinese cultures affect TQM
system implementation, in particular under the influence of the Western management
philosophies.
Quality is a fast growing issue and becoming one of the most competitive ones in this
decade. The pressure on quality enhancement has become intense, for both large and
small organisations. In Hong Kong, government agencies and industrial associates
actively promote and educate the quality consciousness amongst the companies. Thus,
there is now a shift towards better quality management to survive in the fiercely
competitive market.
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Although most people were observed to be aware of customer satisfaction and quality
concerns, TQM is still a rather new Western philosophy to Hong Kong industry. From
the result of the survey, companies in Hong Kong seemed to be not ready to achieve such
a level of system. Even though some companies claimed that they had established a
TQM system in their organisations, nevertheless such systems would be most unlikely to
be classified as a real functional TQM system. The critical problem might be the
inadequate commitment and understanding of quality at the management level. Those
people or areas not directly related to quality were overlooked. People always aim at
achieving quality, but their behaviour can lead to the opposite direction. However, it was
seen to have gradual improvement.
With the registration of ISO 9000, companies really gained the benefit of raising the
quality concern in every employee. This provides Hong Kong companies with a
foundation to improve and develop their system if the top management really desired and
became involved in the implementation.
Through the Analects of Confucius, the corresponding questions to explore the Chinese
management in depth were developed. Employees were very responsible for their
companies and they were happy in learning new things. These are essentials to
successful quality management. Although different employees behave differently, they
have some ethics and perceptions in their mind under the Chinese growing environment.
If the top management can provide proper training and communication, the employees
can be secured and work towards the same goal in achieving a qualified management.
From the survey, all responses provided a general acceptance of the Analects of
Confucius and confirmed the usefulness and importance in application in business
management.
In general, the nature of business is quite like a war and the situation varies. Their
successes also depend on the effectiveness and efficiency in using limited resources.
Thus, Sun Tzu's philosophy could be applied not only to the military and war situations,
but also to business and for business executives.
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From the surveys' rankings, all responses provided a general acceptance of the Sun Tzu's
The Art of War and confirmed the usefulness and importance in application in the
business management. Through Sun Tzu's philosophy, business executives would
develop correct strategic principles in handling business today.
Different from the Sun Tzu's Philosophy, the other famous Thirty-six Strategies were not
highly appreciated. Although the Thirty-six strategies are very useful in handling
problems, some of them are not honourable and are temporary tactics only.
General Conclusions
The conclusions of these surveys indicated that the incorporation of Chinese philosophies
would enhance the Western TQM and gurus' philosophies, which is useful and applicable
to the Eastern countries and Neo-Confucius countries like Hong Kong. On the other
hand, the Sun Tzu's The Art of War would definitely be useful in achieving the best-
performed criteria for business excellence strategy. The use of the QFD methodology as
a quality management and business improvement strategic tool is recommended. In the
QFD matrix, the criteria of quality awards is for the `Whats' axis and the newly
introduced TQM and strategic plan criteria based on Chinese philosophers is for the
`Hows' axis would help business organisations prioritise resources and plans after the
self-evaluation process.
The initial intention of developing an expert system for achieving world-class business
performance through continuous process improvement requires a better knowledge base
incorporating the Chinese philosophies into the Western TQM concepts.
To summarise, this research has helped to identify that:
• Traditional approaches and methods in changing an organisation towards business
excellence are difficult.
• Western quality gurus' philosophies on management and practices focus on
organisational culture, leadership and people. Incorporation of Chinese philosophies
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from Confucius and Sun Tzu would enhance the knowledge base through individual
cultivation of behaviours and ethics.
• Indicators of quality and business excellence performance, such as those drawn from
the Deming Award, Malcolm Baldrige National Quality Award and European Quality
Award for Business Excellence Model could be used as an indicator and be assessed
by organisations desiring to enter a continuous improvement process.
This research also helps to achieve the following objectives:
• Review the philosophies of the quality gurus, total quality management principles and
detailed elements of the ISO 9000 quality management system,
• Review the quality management improvement tools, in particular the Quality
Function Deployment (QFD) methodology for quality management and business
strategic planning.
• Understand the meaning of world-class business excellence by reviewing the quality
awards, in particular the Malcolm Baldrige National Quality Award and The
European Business Excellence Model. The European Business Excellence Model
defines the framework of United Kingdom Award and The European Quality Award.
• Devise an instrument or methodology helping organisations that wish to go for world-
class business excellence programmes carrying out self-assessment and identifying
the priorities of an improvement programme.
• Understand the philosophy of Chinese Philosopher Confucius and how this relates to
quality management strategy and the economic influences.
• Understand the philosophy of Chinese philosopher Sun Tzu's The Art of War and
The Thirty-six Strategies and how these relate to modern business and management
strategies.
• Identify the gap in knowledge, which is the lack of incorporation of Chinese
philosophy in the Western quality gurus' quality and management philosophy.
• Assist organisations in self-evaluation of their quality and business management
strategies using Quality Function Deployment (QFD) methodology.
• Substantiate the hypothesis of the Eastern gurus in quality management and strategic
planning by carrying out a number of surveys verifying the claim.
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• Summarise the findings of the research and make further recommendations for further
research works.
Contributions of Research
The aim of this research is to determine the impact of apply Chinese philosophies to
organisational change which helps to achieve world-class business excellence in Hong
Kong companies. This research looks into some very old solutions and provides answers
that have existed for thousands of years. A lot of today's competitive improvements are
the rediscoveries of the ancient sayings and philosophies as well as the way of strategies.
These ancient philosophies and strategies are the art and science of managing
organisations in a competitive environment to achieve world- class business excellence.
Achieving Global Total Quality Management Strategies (GTQMS) using both Western
quality gurus and Eastern guru Confucius philosophies adds a new dimension to Strategic
Total Quality Management. On the other hand, business excellence strategies evaluation
employing Sun Tzu's The Art of War and The Thirty-six Strategies for the business
excellence models were devised.
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Chapter 11 Recommendation for Further Research
11.1 Contributions to the Development of Quality Management and Business
Strategies based on other philosophies
This research project is being developed based on the philosophies of Confucius and
Sun Tzu. It is quite obvious that the culture and the history of some of the countries
in the East have been deeply affected by these philosophers and their thinking.
However, modern societies have their own judgement on the values, the behaviours,
the ethics and the attitudes of how things are being done.
It is true that Confucian philosophy has a great effect on the Chinese cultures for a
few thousands of years in the long history of ancient China. It is also true that
Confucian philosophy may have the greatest effect on the culture of the Chinese
people. On the other hand, since China has a relatively long history compared with
other countries, the cultures in different parts of China may be different. For the
purpose of further research, the other famous philosophies of China affecting
different periods of time in Chinese history like Taoism, Makism, Luism as well as
Buddhism may certainly be very interesting for Eastern culture thinking. Confucian
philosophies represent only one of the major branches of philosophical thinking in
the long history of China.
To break the barrier of cultural differences in different countries, the new dimension
of culture to be added to the Western TQM philosophy that is related to their own
cultures and backgrounds for best practices and ethics should be considered.
11.2 Contributions to the Development of Expert System on Quality
Management and Business Strategies
As mentioned in the introductory Chapter, an expert system on quality management
and business strategies incorporating Chinese philosophies together with an
appropriate database is undergoing development in parallel with the research project.
The system so developed will make use of the knowledge base of the system,
providing recommendations to its users as to what quality management remedial
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actions, quality strategic plans or business and management strategies might be
taken. The user's quality or specific management problems would be initially
identified. The system will assist users to achieve continuous improvement in their
business performance by using different quality management tools and techniques,
gurus' management philosophies and business and management strategies.
While expert systems are sometimes misused, misapplied, and overly hyped, one
cannot and should not dismiss them as either unimportant or a passing fad. The
methodology of expert systems is definitely here to stay, and it will play an
increasingly important role in future decision making. One could attempt to learn all
of the aspects on one's own or turn to human experts for assistance. Anyone who
has dealt with such human experts recognises that: expertise is expensive and scarce,
levels of expertise can vary widely and judgement, intuition, and experience play a
key role in such expertise.
As such, another alternative would be to turn to expert systems for assistance. If such
systems compare favourably in terms of their knowledge and are less expensive, they
should certainly be attractive and in demand, and this is one reason for the intense
interest in the expert systems concept in the commercial sector. Yet another reason
for the consideration of expert systems is that of competition. In most endeavours,
competition with others, including firms or other countries is not uncommon. The
employment of expert systems has already been shown to provide, for those using
them, a competitive advantage. Thus, simply to remain competitive, the employment
of expert systems may well become a necessity. In fact, this will ultimately become
the major factor behind the growth and acceptance of expert systems.
The name expert systems were derived from the term knowledge-based expert
systems. An expert system is a system that employs human knowledge captured in a
computer to solve problems that ordinarily require human expertise. Well-designed
systems imitate the reasoning processes experts use to solve specific problems. Non-
experts to improve their problem-solving capabilities can use such systems. Experts
as knowledgeable assistants can also use expert systems. They are used to propagate
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scarce knowledge resources for improved and consistent results. Ultimately, such
systems could function better than could any single human expert in making
judgements in a specific, usually narrow area of expertise. This possibility may have
a significant impact both on advisory professionals and on organisations and their
management.
Expert Systems are computer programs that emulate the behaviour of human experts.
They have proven useful in many areas from medicine to engineering design. Their
greatest potential, however, lies in their ability to better manage industrial processes.
They are well-suited to assist in automation, especially in automating complex
procedures and controls, and in supporting computer integrated manufacturing
environments (Barun, 1990).
The following sections review the use of computer systems and expert systems on
quality management. It has been shown that the use of computers in quality
management and quality management activities has been increasing. Because of the
advances of computer capability and its technology, expert systems facilitate the
applications not just in engineering applications but also in management fields,
helping the managers to make management decisions.
Incorporating quality considerations of the product and process along with more
traditional computer-aided tools will fully realise its potential benefits. In an
integrated framework, the inspection process runs simultaneously with the actual
manufacturing process. Thus the results from measurement correct the
manufacturing process in real time. A framework similar to advanced numerical
control serves as the logical mechanism for automating the inspection process.
Development of computer systems for quality control and management aspects can
be identified as three categories: Computer-Aided Quality Control Systems, Expert
Systems for Quality Control Functions and Expert Systems for Total Quality
Management.
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11.2.1 Expert Systems for Total Quality Management
Interest in the design and implementation of TQM programs to enhance productivity
and quality has increased greatly in a wide variety of organisations. Although there
is general agreement on the need of top management support for quality
improvement activities, few mechanisms have existed to assist management in
providing inputs into the development of such programmes. Apart from seeking help
from external consultants, decision support systems with an embedded expert system
assisting managers, or a managerial team, in both assessing targets for improvement
and in selecting TQM tools and techniques that are appropriate for an organisation
has been proposed (Franz et al. 1992).
Assessment of the current state of quality in an organisation can be accomplished by
isolating the components of quality. Indicators of quality, such as drawn from the
Malcolm Baldrige National Quality Award and European Quality Award are used as
the indicator assessing the organisations' success in their TQM improvement
processes. The choices of tools and techniques accomplishing these improvement
goals are constrained by organisational resources, characteristics, and commitment to
TQM. The list of potential tools and approaches to address specific organisational
needs could range from CAD/CAM, Statistical Processes Control techniques to
behavioural techniques such as quality circles and job enrichment.
A means is needed to facilitate management participation in setting TQM policy.
Managers need to understand the nature of their quality problems and be actively
involved in the determination of which quality techniques may be useful in solving
the problems. The expert system provides a mechanism for both determining the
current and desired state of quality in the firm, as well as providing limited
information with respect to tools and techniques. The decision support component of
the expert system will automate a self-assessment questionnaire that would help the
decision-maker determine where improvement is most needed in the organisation.
The expert system components will aid the decision-maker in choosing an
appropriate quality management approach best suited to the organisation's
environment and strategies.
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After management responds to the assessment with respect to the desired future
position of the company, scores are computed to highlight the characteristics where
improvement is most needed with priorities. Analysis is then performed which
recommends techniques to accomplish the improvements desired by management.
The system does not provide insight into the selection of the techniques; it merely
lists appropriate techniques and assesses their potential with respect to the
characteristic where improvement is desired. A logic tree can be designed which
demonstrates the techniques, which are particularly applicable to certain
circumstances.
The expert system, which assists managers in designing TQM programmes, will
enhance the quality and productivity of the organisation. A decision support and
expert system would be developed to provide a means for management to understand
quality problems and to explore and determine which quality techniques may be
useful in improving quality. Little has been done to specifically focus on the process
of assessing needs and designing TQM improvement strategies to address those
needs. It provides a first step toward the development and evaluation of a TQM
implementation paradigm.
Further study must combine research with anecdotal knowledge about when to apply
techniques, and expand the knowledge base to include rules about resource
availability, integration of implementation effort with previous training and quality
activities, and interaction effects of tools, techniques and improvement goals (Franz
eta!. 1992).
11.2.2 Roadblocks of Quality Management Expert System
Some of the tentative reasons for the slow uptake in applying expert systems in TQM
are (Crossfield 1991):
• Senior management have diverted their main attention to putting TQM into
place and changing organisational behaviour, attitudes and values from a
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detection culture to one based on prevention. Little effort has been placed on
advanced planning and prevention techniques such as expert systems.
• Senior management is not familiar with the concept of expert systems.
Technical specialists who are steeped in expert system are not aware of the
full scope of TQM.
• Despite the high profile which product and service quality has received, some
production people still view quality as a necessary evil.
• It is generally accepted that TQM is more dependent upon people than
techniques, systems and automation, and consequently some managers have
minds which are relatively closed to the potential of expert systems.
• There is a somewhat misinformed view that expert systems can never be as
capable as the human expert can.
11.2.3 Benefits of Quality Management Expert Systems
TQM is still viewed with suspicion by many people and it is no surprise that
'champions and heroes of quality' are created in organisations. The problem arises
that these champions of quality are in great demand. They are overworked and
always short of time and resources. TQM is very much dependent upon the quality
expertise of key staff. A solution to this problem is to make the quality knowledge
used by the champions available to all who may need it by way of encapsulating the
expert's knowledge and storing it on a computer in the form of an expert system
(Crossfield 1991).
How to integrate the concept of TQM with manufacturing concepts such as CAD,
CAM, CIM, FMS, CAPM etc. is a key aspect in most engineering companies.
Technical specialists and their managers see their priorities in the use of such
advanced manufacturing technology and often become involved in what they
perceive as the more mundane simple concept of TQM. The use of expert systems in
quality may help to 'light the TQM fuses' of more engineers.
It should also be pointed out that once expert systems have been installed, their use
helps to ensure effective maintenance of quality related data, procedures and systems
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and, if strategically integrated with current activities, can facilitate continuous and
never-ending improvement.
In summary, the benefits of making quality-related knowledge readily available by
way of expert systems on a more company-wide basis, include:
• All levels of personnel can more easily access complex systems and
procedures.
• More efficient use is made of experts.
• The expert's job satisfaction is increased.
• A greater adherence to company procedures.
• Employees will feel more comfortable with quality assurance procedures and
make more effective use of them.
• The thought processes of people using an expert system can be analysed in
some detail. This should provide some useful data in helping to design more
robust procedures and systems.
• Quality assurance and related training and expertise can be offered 'on the
job'.
Widespread use of PCs throughout industry has provided an ideal network for
disseminating quality systems knowledge via expert systems.
11.2.4 Expert System Applications in Quality Management
Well-designed expert systems invariably help enhance quality and the automation of
routine procedures that, in turn, reflect on the quality issues that are associated with
every job in industry. Because most current expert systems are reactive, however,
they achieve success only in a small segment of the quality control domain. With the
growth in the perceived importance in manufacturing quality control and the rise of
quality-oriented methods for product and process design, the current reactive
orientation for expert system development must be augmented by a proactive
counterpart.
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Crossfield proposes that the applications of expert systems in TQM or industrial
situations could be divided into 5 broad categories (Crossfield, 1991):
• generic artificial intelligence and logic programming
• generic expert system
• general expert system application
• specific expert system application
• mechanics of expert systems
The use of expert systems in total quality management comes under the specific
expert system application. There is little reported on the use of expert systems in this
field, apart from those relating to plant and equipment process control and reliability
diagnostic systems.
In the past years, there has been a great interest in the use of expert systems or
knowledge-based systems in a lot of applications. Research in this field and
publications of articles are so much that there are a lot of applications being
published. However, the publication of expert systems in TQM and business
strategies has been minimal probably because it is extremely difficult to build a
proper human knowledge base which involves a lot of human decisions and
intervention.
The importance of quality management to business is undeniable. The details of the
management process are, however, often repetitive and well defined. This makes
quality management a fertile field for the emerging expert systems technology.
The stated goal of expert systems is to provide a computer assistant so that the user
can act like an expert. There is, however, more to it than that. Often, even the
human expert, for a variety of emotional or physical reasons, does not perform up to
expert standards. The expert's logic may be clouded, his access to the usual sources
of data limited, or his intuition can override his thinking. Thus, an expert system can
also be a tool for the expert. This is especially true when the knowledge base is a
composite of several experts.
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However, caution should be exercised with regard to expectations that the expert
system will be the equal of the expert. The current state of the art almost always fails
to fully capture the rules, heuristics, and inferential thinking process of the human
expert. The human brain is so complex and mysterious that even though the most
thorough proper (knowledge engineer) and the most patient human expert cannot get
it all down. Consequently, an expert system will not provide the expert solution in
all cases, nor should it be expected to do so.
Put these cautionary words aside, expert systems can and do exist as an intelligent
tool to assist in problem solving. Quality management involves analysis of large
amounts of data, but these analysis techniques are well understood. This makes it an
ideal candidate for expert systems application.
11.2.5 Quality Management System Expert System Design and Implementation
The objective of the system is to develop a knowledge-based expert system to enable
achievement of world class business performance through continuous process
improvement.
The expert system so developed would have the following objectives:
• Contribute towards ISO 9000 quality system improvement through self-
evaluation process using QFD methodology.
• Help to provide the ISO 9000 quality system as a first step towards Total
Quality Management continuous process improvement.
• Help in the understanding of the ISO 9000 specification.
• Help in the preparation of quality manual and instruction manuals as a step
towards accreditation.
• Help in the understanding of ISO 9000 system through self-training and
education.
• Help in finding proper quality tools for quality management problem and in
understanding usage and self-enhancement.
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• Use Quality Function Deployment (QFD) methodology for Quality
Management System Evaluation.
• Include the philosophies of the Analects of Confucius incorporating this new
dimension to the Western guru's TQM philosophies.
• Help understanding of quality management problems leading to the study of
the philosophies of The Analects of Confucius in cultivation of individual
behaviours and ethics, management of department, organisation and
multinational business.
• Incorporate Sun Tzu's The Art of War strategies and framework in the
strategy planning and implementing processes
11.3 Christian Virtues and Character
The relevant behaviours and characters of the Confucius philosophies related to the
books of the New Testament of Bible were studied. The teaching of the Bible since
the birth of the Jesus Christ nearly two thousands years ago has great influence on
and value to people in the Western culture. Table 11.1 shows the twenty-four
relevant behaviours and characters based on the Bible that were comparable to the
twenty-four behaviours and ethics based on the philosophies and teaching of
Confucius. It is shown that all these behaviours and ethics in Confucian philosophy
are covered by the Bible. Table 11.2 shows the further general coverage of
Confucius values and Christian virtues and characters. Some of the Christian virtues
and characters that are related to Bible do not appear in Confucius philosophies. It
also lists out the Christian virtues and characters together with the relevant books in
the New Testament that some of them are not covered by the Confucian
philosophies. Further research could take a similar direction to that contained in this
thesis to examine how Christian values could be related to TQM philosophies in
business and management. For a multinational society, this could be further
expanded to other religious values. The hypothesis of this further research would be
that religious principles should help to remove the barriers to achieve a TQM
environment in business and management to ultimately achieve world-class
performance excellence.
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1. Introduction
This report investigates the survey findings on the understanding of the concept
and the implementation status of the ISO 9000 Quality Management System in
Hong Kong. The responses provide insights to both local and foreign companies
in determining their corporate strategies for the challenges in the Asian Pacific
region in the coming years.
ISO (International Organisation for Standardisation) is a worldwide federation of
national standards bodies from over 110 countries. Since it established and
published the ISO 9000 series (a family of standards for quality management and
quality assurance) in 1987, more than one hundred countries have adopted the
ISO 9000 series as their national standards nowadays.
2. ISO 9000 Quality Standards
ISO 9000 series is basically a management guideline about the way companies
can establish, document and maintain their quality management system. The ISO
9000 system cannot guarantee the effectiveness of the system itself, however,
such a system can demonstrate to customers the commitment to quality of a
company and their vision of fulfilling their customers' requirements. The ISO
9000 system acts like a quality mark, which symbolises the increase of
competitiveness of the products or services in the international market. Chapter 2
highlights the essence of the 20 detail elements of the ISO 9000 quality standard.
Chapter 8 serves as the foundation based on which questions on the concept of
the ISO 9000 quality management system and implementation were asked.
Section 4 of Appendix C shows the questions on the detailed elements of
IS09000 quality standards. At the end of the survey findings, a question
reference is included.
Under the 20 elements of the ISO 9000, a survey on the implementation of the
system in Hong Kong was carried out. The major objectives were to research and
assess the stage of development; the responses from different industrial sectors;
and the attitude of different people towards the ISO 9000 quality management
system in Hong Kong. Through this study, the driving force of companies to
implement ISO 9000 and the major problems and difficulties during the
implementation can also be revealed.
The designed questionnaire was targeted at two populations. The first one
comprised the industrial people whose working companies had obtained the ISO
9000 certification. The other group comprised technical personnel who had 5 to
10 year industrial experience and who were part-time students pursuing a Higher
Diploma course in Engineering Management. The main differences between
these two groups were their years of experience, positions in their organisations
and their company involvement in quality management. The people of the
technical group were mainly at supervisory level while the ISO group were at
management level. Besides, the majority of the companies of the technical group
did not possess ISO 9000 certification. Hence, the viewpoints and management
systems as presented by these two different groups could be compared and
analysed. Some of the findings common to both groups could represent the
general situation of Hong Kong's organisations on quality management.
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Moreover, the views from various industrial sectors covered by both groups
represent a general view of ISO 9000 implementation in Hong Kong industry.
3. Survey Response
Having heard of many disappointing responses through postal surveys, all
questionnaires were sent with return envelope and postage. Through the Hong
Kong Quality Assurance Association (HKQAA), a list of ISO 9000 registered
companies in Hong Kong was obtained. Of these ISO companies, 333
questionnaires were sent out with 68 returned. Although only 58 responses were
identified as valid, the response rate of 17% was still considered acceptable in
general. Through the Department of Manufacturing Engineering in Hong Kong
Technical College (Tsing Yi), 70 part-time students were selected with 44
questionnaires returned. Of these, 8 questionnaires were returned uncompleted,
the 36 valid returns represents a 51% response rate. Statistical analysis
techniques were then used in assisting the survey analysis and reporting. All the
computations were carried out using the SAS package on a PC. Where possible,
a statistical analysis technique was used to test the significant difference in
opinion on a specific subject between the managerial level and the technical
level. For better appreciation of the hypothesis testing using a t-test, some
background information on hypothesis testing with the special cases being
highlighted is shown in Appendix G. The p-value of 0.05 or 5 % represents the
level of confidence in signifying there is significant difference in the two-tails
hypothesis test.
As there were two groups of responses, their results were classified as 'Mgr' and
'Tech' for responses coming from management and technical personnel
respectively. Their results were then totalled and denoted by 'Tot'.
The following table and chart show that various industrial sectors are included in
the survey. The major industrial sectors who responded were construction,
service and electrical & electronic industries. This result indicated that there is a
higher level of awareness and interest of quality management in the engineering
industry than in the service industry in Hong Kong.
Nature of Business I Mgr I Tech Tot
Chemical 3 0 3
Construction 25 6 31
Electrical & Electronic 9 6 15
Machinery 0 3 3
Metal Products 1 1 2
Plastics 1 2 3
Printing 2 0 2
Service 8 8 16
Textile & Clothing 1 0 1
Toy 1 3 4
Others 7 3 10
No Response 0 4 4
Table showing Distribution of Business Nature of Respondents
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Chart showing the Distribution of Business Nature of Respondents
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3.1	 Management Responsibility (ISO 9000 Standard: Element 4.1)
Finding 1. About 80% of the responses showed that high position personnel
were involved in the management, performance, and verification of
quality-related work so identified.
Total Responses	 No Response
Mgr
	
Tech
	
Mgr
	 Tech
58	 35
	 0	 1
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
yes
	
50	 26	 86	 74	 0.1528
no	 8	 9	 14	 26	 0.1528
Figure I. High Position Personnel Were Involved in Quality-related Works
As quality becomes the major concern of most organisations, they are found to
have all high position personnel involved in the management, performance and
verification of quality related work.
(Ref.: ISO Survey Part II, Question 1, and Element 4.1 - Management
Responsibility 1.1)
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Finding 2. There were 77% of the responses from the ISO 9000 registered
companies admitted that they had personnel who were not in the
high position involved in the management, performance, and
verification of quality-related work, while only 19% were found in
the non-ISO 9000 registered companies.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
53	 32
	
5	 4
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
Yes	 41
No	 12
6	 77	 19	 0.0000
26	 23	 81	 0.0000
<0.05
<0.05
Figure 2. Personnel who are Not in High-Position Involved in Quality-related Work
Besides the high position personnel, all other employees should be aware of their
responsibility of quality within organisation. Only most ISO 9000 registered
companies and a few non-ISO 9000 registered companies mentioned that they did
make use of external consultants, agents, supervisors, quality controllers,
foremen, technicians and others involved in the management, performance and
verification of quality-related work. The survey also shows the significant
difference of the results from the two different groups of organisations that most
ISO-registered companies put extra resources in quality aspects while non-ISO
companies do not. This also indicates that ISO-registered companies have a
higher awareness of quality than the non-registered ones.
(Ref.: ISO Survey Part H, Question 1, and Element 4.1 - Management
Responsibility 1.1)
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Finding 3. The most common practice in quality system review was once a
year (45% of ISO 9000 registered companies, 37% of non-ISO 9000
registered companies). However, the majority of the companies of
both groups of the companies had their quality system review half-
yearly or annually.
Total Responses	 No Response
Mgr
	 Tech
	
Mgr	 Tech
56 35	 2 1
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
a	 3 7	 5 20	 0.0569
b	 4 6	 7 17	 0.1786
c	 17 6	 30 17	 0.1617
d	 25 13	 45 37	 0.4858
e	 0 1	 0 3	 Nil
f	 7 2	 13 6	 0.2594
Figure 3. Frequency in Reviewing Quality System
Most companies reviewed their quality system to maintain the effectiveness and
suitability.
(Ref.: ISO Survey Part II, Question 1, and Element 4.1 - Management
Responsibility 1.2)
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3.2 Quality System (ISO 9000 Standard: Element 4.2)
Finding 4. Over 70% of the ISO 9000 registered companies reported that all
their departments had a copy of quality manual, while 32% of the
non-ISO 9000 registered companies had the copy in the quality
department. Statistical analysis shows that there is significant
difference between these two groups of companies on quality
manuals issued to all departments.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
58	 34	 0	 2
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 12	 11	 21	 32	 0.2167
b	 7	 2	 12	 6	 0.3404
c	 6	 4	 10	 12	 0.8350
d	 4	 7	 7	 21	 0.0855
e	 8	 6	 14	 18	 0.6239
f	 2	 1	 3	 3	 0.8963
g	 41	 6	 71	 18	 0.0000	 <0.05
h	 6	 4	 10	 12	 0.8350
Figure 4. Departments have Copies of Quality Manuals
As one of the ISO 9000 registration requirements, companies should have their
quality manuals distributed to the relevant departments. Most ISO 9000
registered companies reported to have all the departments a copy of quality
manual while only several departments in the non-ISO 9000 registered
companies had a quality manual, the most likely department was quality
department. The general awareness of quality is observed to be higher in those
ISO registered companies than the non-registered ones.
(Ref.: ISO Survey Part II, Question 2, and Element 4.2- Quality System 2.1)
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Finding 5. Fulfilling customers' requirement was the main goal for 69% of the
ISO 9000 registered companies to set-up their quality plan, while
37% and 33% of those non-ISO registered companies had the
objectives of fulfilling the customers' requirement and increasing
quality respectively. Statistical analysis also shows that there is
significant difference between these two groups of companies on
setting-up their quality plan for meeting their customers'
requirement.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
32	 27	 26	 9
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 0	 1	 0	 4	 Nil
0	 1	 0	 4	 Nil
0	 4	 0	 15	 Nil
3	 2	 9	 7	 0.7913
5	 9	 16	 33	 0.1150
22	 10	 69	 37	 0.0144	 <0.05
2	 0	 6	 0	 Nil
Key :
a - reduce accidents
b - reduce material was
c - increase productivi
d - increase efficiency
e - increase quality
f	 fulfil customers'
requirement
g - others
Responses (%)
100
e 90	 	
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0 Mgr
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p	
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a	 b	 c	 d	 e	 f	 g
Figure 5. Goal of Quality Plan
The main goal for quality plan found in most ISO 9000 registered companies was
fulfilling customers' requirements. Some non-ISO companies had the objective
of increasing quality as their quality plans that indicates that these companies
tend to put satisfying customers' requirements as their second important reason.
(Ref.: ISO Survey Part II, Question 2, and Element 4.2 - Quality System 2.2)
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Finding 6. In general, about 30% of responses indicated that their quality
manuals were reviewed yearly, however, over 40% of the ISO 9000
registered companies reported that their reviews were carried out
when necessary.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
58 31	 0 5
Choices Responses
Mgr	 Tech
Responses (Y0)
Mgr	 Tech
p-value
a	 0 3	 0 10	 Nil
5 9	 9 29	 0.0299 <0.05
11 8	 19 26	 0.4587
18 10	 31 32	 0.9070
25 1	 43 3	 0.0001 <0.05
Figure 6. Frequency in Reviewing Quality Manual
Referring to the survey responses, quality manuals in most ISO 9000 registered
companies were reviewed when necessary. For the non-ISO 9000 registered
companies, they tended to have a regular review.
(Ref : ISO Survey Part II, Question 2, and Element 4.2 - Quality System 2.3)
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3.3 Contract Review (ISO 9000 Standard: Element 4.3)
Finding 7. The Quality manager was the most likely person (41% managerial
responses and 33% technical responses) to be involved in co-
ordinating and maintaining the contract review process
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
58	 33	 0	 3
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr
	 Tech
a
	 7	 10	 12	 30	 0.0529
5	 6	 9	 18	 0.2239
24	 11	 41	 33	 0.4537
17	 5	 29	 15	 0.1323
8	 2	 14	 6	 0.2170
14	 10	 24	 30	 0.5264
7	 2	 12	 6	 0.3615
11	 10	 19	 30	 0.2216
32	 4	 55	 12	 0.0001	 <0.05
Figure 7. People Involved in Co-ordinating and Maintaining Contract Review Process
In co-ordinating and maintaining the contract review process, many managers
were involved. The most likely person would be the quality manager. Moreover,
managerial respondents also commented that chief executive officers,
engagement partners, site agents, estimating managers; project managers and
financial managers should also be involved. Statistical analysis also shows that
there is significant difference between these two groups of companies on the
involvement of other people in the contract review process. This explains clearly
that contract review is a managerial role that most of the technical staff may not
be involved in and be aware of.
(Ref.: ISO Survey Part II, Question 3, and Element 4.3 - Contract Review 3.1)
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Finding 8. About half of the respondents' companies would review their
contracts with customers
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
55	 32	 3	 4
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
32 14 58 44 0.1978
23 18 42 56 0.1978
3 3 9 21 0.2741
1 4 3 29 0.0680
1 4 3 29 0.0680
4 2 13 14 0.8721
23 1 72 7 0.0001 <0. 05
Key :
yes - have contract revicre0
Responses (%)
90	 	 0 Mgwith customer
no - no review 80	 	 El Tech
a	 - once a month 70	 	
b	 - every 2 months 60	 	
c	 - half a year 50 —
d	 - once a year 40 --—
e	 - others 30—
20—
10— a Choices0
yes	 no	 a
Figure 8. Formally Review Contracts with Customers and Its Frequency
Although contract review is one of the ISO 9000 requirements, only about half of
respondents reported that their working companies had contract review practices.
In fact companies could develop a better relationship and understand the
customer requirements better through the contract review. The result indicates an
inadequate understanding of quality and insufficient customer communication.
(Ref.: ISO Survey Part II, Question 3, and Element 4.3 - Contract Review 3.2)
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Finding 9. Companies were highly reliant on customer complaints in collecting
opinions of their products (86% and 53% from managerial and
technical responses respectively).
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 36	 1	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
Figure 9. Methods in Collecting Customers' Opinions for Quality Improvement
It was shown that customer complaints were the main source of receiving
customers' feedback that was rather improper and passive. Fortunately, other
methods like customer surveys were also used in receiving customers' feedback.
This result showed the passive attitude and the lack of concern about customers'
satisfaction.
(Ref.: ISO Survey Part II, Question 3, and Element 4.3 - Contract Review 3.3)
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3.4 Design Control (ISO 9000 Standard: Element 4.4)
Finding 10. About 50 to 60% of the companies believed that they could ensure
the design output meeting the design input requirements by
providing a preliminary design with full instructions
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
35 31	 23 5
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
a	 9 7	 26 23	 0.7711
b	 17 19	 49 61	 0.3077
c	 0 1	 0 3	 Nil
d	 13 4	 37 13	 0.0219 <0.05
Figure 10. Methods in Ensuring Design Output meet Input Requirements
In order to ensure the design output meets design input requirements; most
companies provide full instructions in the preliminary design.
(Ref.: ISO Survey Part II, Question 4, and Element 4.4 - Design Control 4.1)
Page 13
Choices
yes
no
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Figure 11. Review Design Procedures Periodically, and Its Frequency
Appendix C	 Survey on IS09000 Quality Standards Implementation
Finding I I . Over 55% of the companies did not have a periodic design re-
qualification process.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
32	 35	 26	 1
Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
14	 11	 44	 31	 0.3048
18	 24	 56	 69	 0.3048
0	 3	 0	 27	 Nil
0	 2	 0	 18	 Nil
1	 1	 7	 9	 0.8657
6	 5	 43	 45	 0.9019
7	 0	 50	 0	 Nil
Key :
yes - have periodic de
procedures revie
no	 no review
a	 every 2 weeks
b - once a month
c - every 2 months
d - half a year
e - others
A design re-qualification process was uncommon in many companies. The
design outcome was then reliant mainly on the designers that might be not cost-
effective and time-consuming.
(Ref.: ISO Survey Part II, Question 4, and Element 4.4 - Design Control 4.2)
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Finding 12. 61% of the managerial respondents and 44% of the technical
respondents believed that design control was useful when a
consistent and disciplined approach was used. Only 3 % of the
managerial respondents in comparison with 28% of technical
respondents believed following specific steps during design of a
product would reduce the creativity of the designers.
Total Responses	 No Response
Mgr
	
Tech
	
Mgr
	 Tech
31	 32
	
27	 4
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
a	 1 9	 3 28	 0.0066 <0.05
b	 19 14	 61 44	 0.1687
C	 8 8	 26 25	 0.9426
d	 4 1	 13 3	 0.1617
Figure 12. Usefulness of Design Control
Most respondents believed that design control was useful and the design
outcomes would be better because of the consistent and disciplined approach.
(Ref.: ISO Survey Part II, Question 4, and Element 4.4 - Design Control 4.3)
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3.5 Document Control (ISO 9000 Standard: Element 4.5)
Finding 13. Most companies had constant document review and some of them
used computer to control documents and keep data.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
58	 34
	
0	 2
Choices Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
a
	 22
	
8
	
38
	
24
	
0.1583
13
	
14
	
22
	
41
	
0.0574
29
	
12
	
50
	
35
	
0.1744
18
	
1
	
31
	
3
	
0.0001	 <0.05
Figure 13. Methods in Maintaining Controlled Documents & Data
In order to control the documents and data in companies, companies mentioned
that they would make use of regular review, and some companies would use a
computer for data storage and upkeep of the document.
(Ref.: ISO Survey Part It Question 5, and Element 4.5 - Document Control 5.1)
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Finding 14. Relating to the common problems faced by the companies in
document control, some companies reported that uncontrolled
photocopying and incomplete or incorrect data in documents were
common. Some companies even had outdated quality manuals
being used.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
54 36	 4 0
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 20 12	 37 33	 0.7228
b	 7 15	 13 42	 0.0039 <0.05
c	 29 13	 54 36	 0.1035
d	 10 9	 19 25	 0.4660
e	 12 1	 22 3	 0.0031 <0.05
Figure 14. Problems in Document Control
Regarding document control, most companies had reported the problems in
controlling photocopying and maintaining the up-to-date information. Moreover,
outdated quality manuals can be easily found in non-ISO companies, and this
showed a poor document control compared to the companies governed by ISO
9000 standard. This is confirmed by statistical analysis that there is significant
difference between these two groups of companies on updating quality manuals.
(Ref.: ISO Survey Part II, Question 5, and Element 4.5 - Document Control 5.2)
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Finding 15. ISO 9000 registered companies controlled nearly 50% more
documents/records than the non-ISO 9000 registered companies,
and quality manuals (98%) were the high focus in ISO 9000
registered companies, while specifications (44%) were one major
concern in non-ISO 9000 registered companies
Total Responses
Mgr	 Tech
58	 36
No Response
Mgr	 Tech
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
a
	 42
	
14
	
72
	 39
51	 10
	 88	 28
57
	
11
	 98	 31
28
	
12
	
48	 33
35	 13
	
60
	
36
48
	
16
	
83	 44
54
	
15
	
93
	
42
30
	 9
	
52	 25
33
	 12
	 57	 33
21
	 8
	
36
	
22
37
	
11
	
64
	
31
1
	
21
	
5
	
36
	
14
8
	
4
	
14
	
11
6
	
1
	
10
	
3
0.0011
0.0001
0.0001
0.1577
0.0222
0.0001
0.0001
0.0102
0.0262
0.1569
0.0015
0.0114
0.7085
0.1258
<0.05
<0.05
<0.05
<0.05
<0.05
<0.05
<0.05
<0.05
<0.05
<0.05
Key :
a	 drawings & bluep
b	 quality assurance
procedures
c - quality manuals
d - test data
e - calibration data
f - specification
g - operation procedur
h - inspection reports
i - control plans
j - qualification repo
k - audit reports
1 - material review rep
m - quality cost reports
n - others Figure 15. Documents/Records That Are Under Control
From the survey results, it was obvious that most ISO 9000 registered companies
tended to have more documents controlled than the non-ISO companies.
However, they seemed to have a common observation that the operational
documents were most likely controlled. This is confirmed by the statistical
analysis that there are significant differences between these two groups of
companies on most of the issues under survey.
(Ref.: ISO Survey Part II, Question 5, and Element 4.5 - Document Control 5.3)
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yes	 53	 28
no	 4	 7
a (if no)	 2	 3
b (if no)	 2	 4
c (if no)	 0	 1
d (if no)	 0	 0
Key :
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3.6 Purchasing (ISO 9000 Standard: Element 4.6)
Finding 16. Over 80% of the responses claimed that the purchased products
conformed to the stated requirements
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 35	 1	 1
Figure 16. Purchased Products Conform to Requirements and Actions for Any Non-conformities
It was found that almost all purchased products conformed to the stated
requirements in the delivery. If there were any problem, they would change the
purchased products from the original suppliers or buy new products from the
others.
(Ref.: ISO Survey Part II, Question 6, and Element 4.6 - Purchasing 6.1)
Choices ResPonses 	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
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Responses	 Responses (%)	 p-value
Mgr
	 Tech
	
Mgr	 Tech
24 12 62 39 0.0589
15 19 38 61 0.0589
0 1 0 8 Nil
3 4 13 33 0.1445
4 3 17 25 0.5646
15 4 63 33 0.1040
2 0 8 0 Nil
0 1 0 8 Nil
5 3 21 25 0.7844
3 3 13 25 0.3570
15 5 63 42 0.2479
1 0 4 0 Nil
3 1 13 0.1113
4 5 17 42 0.1083
4 1 17 8 0.5095
13 5 54 42 0.4936
0 0 0 0 Nil
Responses (%)
r100 	
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70
60
50
40
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20
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0 Mgr
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IH	 N 4."	 Choices
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Finding 17. Over 60% of the ISO 9000 registered companies performed supplier
survey, while over 60% non-ISO companies did not have any
survey. Most companies said that sometimes they had problems
with both long-term and newly qualified suppliers.
Total Responses 	 No Response .
Mgr	 Tech
	
Mgr
	 Tech
39	 31
	
19	 5
Choices
Suppliers
yes
no
Problem
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Long Term
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Newly Qualified
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Key :
yes perform suppli
survey
no	 no survey
a - very often
b - often
c - quite often
sometimes
never
Figure 17. Performing Supplier Survey and Frequency in Finding Problem,
Long-Term & Newly Qualified Suppliers
It was observed that the ISO 9000 registered companies were more like to
perform supplier surveys. Through the survey, companies sometimes found
problems from the different groups of suppliers.
(Ref.: ISO Survey Part II, Question 6, and Element 4.6 - Purchasing 6.2)
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3.7	 Purchaser Supplied Product (ISO 9000 Standard: Element 4.7)
Finding 18. About 35 to 45% of the respondents' companies used goods from
customers in their processes.
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 35
	
1	 1
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
yes	 20	 16	 35	 46	 0.3159
no	 19	 6	 33	 17	 0.0920
NA	 18	 13	 32	 37	 0.5884
Key :
yes - use parts from
customers in
manufacturing
no - not use
NA - not applicable
Figure 18. Using Parts Provided by Customers
Only some companies replied that they used parts provided by customers in their
processes.
(Ref.: ISO Survey Part II, Question 7, and Element 4.7 - Purchaser Supplied
Product 7.1)
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Finding 19. About 67% of the ISO 9000 registered companies would record the
condition, report to the customer and reject the products when they
were lost, damaged, or unsuitable for use, while only 32% of the
non-ISO companies would do that.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
43 34 15	 2
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 0 5	 0 15	 Nil
2 11	 5 32	 0.0029 <0.05
18 13	 42 38	 0.7513
29 11	 67 32	 0.0019 <0.05
4 0	 9 0	 Nil
Key :
a	 - continue using
b	 - re-design the gc
c	 - reject the produ--ts
d	 - record the conditio%
	 	
and report to the
customer
e	 - others
Responses ('1/4)
t 100
od§o	 	
10
80	 	
60	 	
50	 	
40	 	
30	 	
20	 	
—
— 4  r'Y
•":
.774
40:
,09
03,Vg
0 Tech
Choices0
a
Figure 19. Actions for Losing, Damaged or Unsuitable Products
If customer supplied parts were lost, damaged or unsuitable for use, ISO 9000
registered companies would record the condition, report the customers and reject
the parts, but non-ISO 9000 registered companies would redesign the goods. The
number of high no response in the ISO registered companies indicated their
uncertainty in taking action when quality problems were identified. People
should have a more positive view on quality.
(Ref.: ISO Survey Part II, Question 7, and Element 4.7 - Purchaser Supplied
Product 7.2)
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3.8 Product Identification & Traceability (ISO 9000 Standard: Element
4.8)
Finding 20. Most of the companies believed that product identification and
traceability is useful. Only 6% of responses from non-ISO 9000
registered companies felt that traceability in product identification is
not very beneficial.
Total Responses	 No Response
Mgr
	
Tech
	 Mgr	 Tech
55 36	 3 0
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
a	 13 4	 24 11	 0.1369
b	 35 16	 64 44	 0.0727
c	 7 14	 13 39	 0.0074 <0.05
d	 0 2	 0 6	 Nil
e	 0 0	 0 0	 Nil
Figure 20. Benefits in Using Traceability in Product Identification
Most companies thought that using traceability in product identification was quite
useful and ISO 9000 registered companies seemed to have a more positive
attitude towards traceability.
(Ref.: ISO Survey Part H, Question 8, and Element 4.8 - Product Identification &
Traceability 8.1)
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Finding 21. About 50% of the responses replied that identification codes were
normally attached on labels in most companies
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
55	 34
	
3	 2
Choices
a
Responses
Mgr	 Tech
21	 5
21	 12
27	 16
13	 2
16	 0
Responses (%)
Mgr	 Tech
p-value
38
38
49
24
29
15	 0.0177
35	 0.7870
47	 0.8542
6	 0.0141
0	 Nil
<0.05
<0.05
Key :
a - physically appli
the components
b - placed on pacicag
c - placed on labels
d - placed on storage
e - others
Responses (%)
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Figure 21. Places to Attach Identification Codes
According to the obtained results, identification codes were mostly placed on
labels or packaging.
(Ref.: ISO Survey Part II, Question 8, and Element 4.8 - Product Identification &
Traceability 8.2)
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3.9 Process Control (ISO 9000 Standard: Element 4.9)
Finding 22. About 60% and 40% of the responses from ISO and non-ISO
registered companies respectively experienced that the actual
operations did not conform to documented instructions.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
42	 35
	
16	 1
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
a
	 9
	 8	 21
	
23
	 0.8823
25
	
14
	
60
	 40
	
0.0902
6
	
7
	
14
	
20
	
0.5115
8
	
7
	
19
	
20
	
0.9177
5	 1	 12	 3
	
0.1243
9
	
0
	
21
	 0	 Nil
Key :
a	 production plans d
not available or	 90
updated	 80
b	 actual operations do 70
not conform to	 60
documented
instructions	 50
c	 inspection and test 40
criteria are not	 30
documented	 20 —
d	 no follow-up actions 10 —
on identified	 0
non-conformance
e	 do not know status o
inspection
I	 others
It is observed that most companies found their employees did not follow the
documented instructions in their works. This result indicates that employees did
not understand the aims of having the documented instructions.
(Ref.: ISO Survey Part II, Question 9, and Element 4.9 - Process Control 9.1)
Responses (%)
100 	
!./.4
a
Figure 22. Problems in Process Control
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Finding 23. About 70% of the responses had their supervisors working in the
production line with workers and 67% of them usually had 1 to 4
supervisors on the production line.
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
47	 35
	
11	 1
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
33 24 70 69 0.8750
14 11 30 31 0.8750
22 16 67 67 1.0000
6 4 18 17 0.8845
1 1 3 4 0.8219
4 3 12 13 0.9664
Key :
yes - supervisors work
with workers in
production line
no - not working with
workers
a - 1 to 4
b - 5 to 9
c - 10 to 15
d	 more than 15
Figure 23. Supervisors Work with Workers in Production Line,
and the Number of Supervisors
Supervisors in many companies were reported to be working with the workers
together in the production line. The number of supervisors was normally within
4 persons.
(Ref.: ISO Survey Part II, Question 9, and Element 4.9 - Process Control 9.2)
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Finding 24. Over 70% responses had schedules for regular machine maintenance
and about 60% of them had good experience in using their schedules
Total Responses	 No Response
Mgr
	 Tech	 Mgr	 Tech
50	 36	 8	 0
Choices Responses	 Responses CYO	 p-value
Mgr Tech Mgr Tech
44 26 88 72 0.0807
6 10 12 28 0.0807
7 1 16 4 0.0795
27 16 61 62 0.9886
10 7 23 27 0.6975
0 2 8 Nil
0 0 0 Nil
Key :
yes - have machine
maintenance sch
no - no schedule
a - excellent
b - good
c - fair
d - below average
e - poor
Figure 24. Scheduling for Machine Maintenance, and Its Effectiveness
In order to maintain the functionality of the production equipment, regular
maintenance was very important. In the findings, most companies had a regular
schedule for machine maintenance and had good experience in using their
schedule.
(Ref.: ISO Survey Part II, Question 9, and Element 4.9 - Process Control 9.3)
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3.10 Inspection and Testing (ISO 9000 Standard: Element 4.10)
Finding 25. All companies, except a 11% response of non-ISO 9000 registered
companies, had a procedure for inspection of incoming materials
Total Responses	 No Response
Mgr
	 Tech	 Mgr	 Tech
55	 36	 3	 0
Choices	 Responses
	 Responses (%)	 p-value
Mgr	 Tech	 Mgr	 Tech
yes
	
55	 32	 100	 89	 Nil
no	 0	 4	 0	 11	 Nil
a (if yes)	 8	 0	 15	 0	 Nil
b (if yes) 40	 16	 73	 50	 0.0330	 <0.05
c (if yes)	 7	 13	 13	 41	 0.0071	 <0.05
d (if yes) 0	 3	 0	 9	 Nil
e (if yes)	 0	 0	 0	 0	 Nil
Figure 25. Procedures for Incoming Inspection and Its Efficiency
It was found that 100% ISO 9000 registered companies had a procedure for
inspection of incoming material. Similarly, most non-ISO 9000 registered
companies had incoming inspection procedures. Although all companies agreed
the usefulness of the procedures, ISO 9000 registered companies had a more
positive attitude and better experience.
(Ref.: ISO Survey Part II, Question 10, and Element 4.10 - Inspection and
Training 10.1)
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Finding 26. Companies (44% managerial responses and 31% technical
responses) used inspection teams to ensure their products were
inspected, tested and identified
Total Responses	 No Response
Mgr
	
Tech
	
Mgr	 Tech
54 35	 4 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 24 11	 44 31	 0.2241
b	 7 12	 13 34	 0.0265 <0. 05
c	 21 11	 39 31	 0.4794
d	 13 2	 24 6	 0.0114 <0.05
Figure 26. Methods in Ensuring Products are Inspected, Tested & Identified as Required
The ISO 9000 registered companies relied mainly on the inspection team and
inspector monitoring to ensure the products quality. The effectiveness of the
quality control depended greatly on the individual behaviour of the inspection
team. However, some non-ISO 9000 registered companies reported that the use
of automatic inspection machines is also common.
(Ref.: ISO Survey Part li, Question 10, and Element 4.10 - Inspection and
Training, 10.2)
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Finding 27. A quality plan that identified and scheduled which, when and where
tests and inspections would take place was common to ISO 9000
registered companies (89%) but not for non-ISO 9000 registered
companies (35%)
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
56	 34
	
2	 2
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
yes	 50	 12	 89	 35	 0.0001	 <0.05
no	 6	 22	 11	 65	 0.0001	 <0.05
Key :
yes - have inspection
no - no plan
Responses (13/0)
	 o Mgr
80 — - 	 El Tech
70 — - -
60 — - - - - - -
50 — - - 	 / /94
40 — - - -
30 — - -
20 — - - -
- - -
10 — - - - /70/ /
.4 Choices0
yes	 no
Figure 27. Existence of Quality Plan in Identifi,ing & Scheduling Inspections
Most ISO 9000 registered companies had a quality plan that identified and
scheduled which, when and where tests and inspections would take place, while a
few non-ISO 9000 registered companies had the plan. This result implied that
quality in ISO 9000 registered companies were planned and under control.
(Ref.: ISO Survey Part II, Question 10, and Element 4.10 - Inspection and
Training, 10.3)
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Finding 28. Set-up & first piece inspection was performed during the production
verification for over 40% respondents' companies
Total Responses	 No Response
Mgr
	 Tech
	
Mgr	 Tech
50	 35	 8	 1
Figure 28. Inspections during Production Verification
(Ref.: ISO Survey Part 11, Question 10, and Element 4.10 - Inspection and
Training, 10.4)
Choices Responses	 Responses (%)	 p-value
Mgr
	 Tech
	
Mgr
	 Tech
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3.11 Inspection, Measuring, and Test Equipment (ISO 9000 Standard:
Element 4.11)
Finding 29. 94% of the ISO 9000 and 75% of non-ISO 9000 registered companies
were found to have a regular schedule to calibrate all inspection,
measuring and test equipment varying from monthly to yearly
according to the types of equipment
Total Responses	 No Response
Mgr
	 Tech
	
Mgr	 Tech
54	 36
	
4	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
51 27 94 75 0.0184 <0.05
3 9 6 25 0.0184 <0.05
3 6 6 22 0.0720
0 6 0 22 Nil
1 2 2 7 0.3289
0 1 0 4 Nil
47 12 92 44 0.0001 <0.05
Key:
yes - have regular
calibration schedule
no	 - no schedule
a	 - everyday
Responses (/0)
100
90
80
0 Mgr
El Tech
b	 - every two days 70 —
c	 - every three days 60 —
d	 - every four days 50 —
e	 - others 40 —
30 —
20 —
-	
- -
77.
10 —
G.0 Choices
yes	 no	 a
Figure 29. Regular Scheduling Calibration, and Its Frequency
It was found that most companies had a regular schedule to calibrate all test,
measurement and inspection equipment. Referring to the equipment type and the
usage frequency, different equipment would have a different schedule. Generally the
calibration schedules were quite long.
(Ref.: ISO Survey Part II, Question 11, and Element 4.11 - Inspection, Measuring and
Test Equipment 11.1)
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Finding 30. Over 60% of the respondents would contact suppliers for maintenance
when they found their equipment defective, out of calibration range or
unsuitable for use.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
55 36	 3 0
Choices Responses
Mgr Tech
Responses (Y0)
Mgr	 Tech
p-value
a	 43 22	 78 61	 0.0795
b	 0 5	 0 14	 Nil
C	 16 9	 29 25	 0.6732
d	 27 9	 49 25	 0.0214 <0.05
e	 13 1	 24 3	 0.0017 <0.05
Key :
a	 - contact suppliers
for maintenance
b	 - continue using it
c	 - repair by own
engineer
d - buy new equipment
e	 - others
Responses (%)
100
90	 	
80	 	
70
60
50
40
30
10
— -
— -
— -
— -
— V
,
177771A
El Mgr
El Tech
r 	
, 	
Choices0
a	 b	 c	 e
Figure 30. Actions when Equipment is Defective, Out of Calibration Range or Unsuitable for Use
If equipment were found defective, out of calibration range or unsuitable for use,
many companies would contract the relevant suppliers for maintenance. For the rest,
ISO 9000 registered companies would tend to buy new equipment or repair by
themselves, but some non-ISO 9000 registered companies would continue using
improper equipment.
(Ref.: ISO Survey Part II, Question 11, and Element 4.11 - Inspection, Measuring and
Test Equipment 11.2)
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Key :
a - markings
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h - others
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3.12 Inspection and Test Status (ISO 9000 Standard: Element 4.12)
Finding 31. Inspection records and labels were the main clue to identify the
inspection and test status of a product in both ISO 9000 (81%) and
non-ISO 9000 (47%) registered companies
Total Responses	 No Response
Mgr	 Tech
	
Mgr
	 Tech
57	 36
	
1	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
Figure 31. Methods in Identifying Inspection &Test Status of Products
To identify the inspection status of products, most companies would refer to the
inspection records and product labels. Moreover, inspection records were highly
applied in the ISO 9000 registered companies.
(Ref.: ISO Survey Part II, Question 12, and Element 4.12 — Inspection and Test Status
12.1)
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Figure 32. Inspection Instructions for Each Operator and Its Usefulness
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Finding 32. Operators' inspection instructions were commonly found in over 70%
of responses. The ISO 9000 registered companies seemed to be better
instructions (77% of the companies ranked their instructions above
average) compared with the non-ISO 9000 companies (46%).
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
56	 36	 2	 0
Choices
yes
no
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
45 26	 80 72	 0.3698
11 10	 20 28	 0.3698
6 0	 13 0	 Nil
29 12	 64 46	 0.1366
9 12	 20 46	 0.0198 <0.05
1 2	 2 8	 0.3502
0 0	 0 D	 Ni)
Key :
yes - have instructions
for each operator
no - no instruction
a - excellent
b - good
c - fair
d - poor
e - very poor
As inspection plan was well developed; different parameters used would result in
different inspection confidence. Thus, most companies had inspection instructions
provided for their operators. However, employees of the ISO 9000 registered
companies had better perceptions than that of the non-ISO 9000 registered
companies.
(Ref.: ISO Survey Part II, Question 12, and Element 4.12— Inspection and Test Status
12.2)
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Finding 33. In most ISO 9000 registered companies, 80-100% of the workers were
actually followed the inspection procedures, but only 40-60% of them
followed the procedures in most non-ISO 9000 registered companies
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
49 34	 9 2
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
a	 2 6	 4 18	 0.0669
b	 0 3	 0 9	 Nil
c	 3 12	 6 35	 0.0023 <0.05
d	 13 7	 27 21	 0.5394
e	 31 6	 63 18	 0.0000 <0.05
Key :
a - under 20%
b - 20 to 40%
c - 40 to 60%
d - 60 to 80%
e - 80 to 100%
Figure 33. Percentage of Workers Following Inspection Instructions
It was found that the attitudes of the employees of ISO 9000 registered companies
were much better than that of the non-ISO 9000 registered companies. In ISO 9000
registered companies, 63% of the respondents claimed that 80 to 100% of the
employees followed the instructions, while there were only 18% of the respondents
from the non-ISO 9000 registered companies.
(Ref.: ISO Survey Part II, Question 12, and Element 4.12 — Inspection and Test Status
12.3)
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3.13 Control of Non-conforming Product (ISO 9000 Standard: Element 4.13)
Finding 34. Line supervisors were mainly responsible for reporting the non-
conforming products in 55% and 39% of the responses from ISO 9000
and non-ISO 9000 registered companies, respectively
Choices Responses
Mgr Tech
Responses (%)
Mgr
	 Tech
a	 19 8	 34 22
b	 11 11	 20 31
C	 31 14	 55 39
d	 17 6	 30 17
Key :
a - quality control manager
b - technical assistants
c - line supervisors
d - operators
e - others
Figure 34. People Responsible for Reporting Non-conformities
In ISO 9000 registered companies, line supervisors and quality control manager were
the most likely persons responsible for reporting the non-conforming products. In
non-ISO 9000 registered companies, line supervisors and technical assistants were the
one responsible.
(Ref.: ISO Survey Part II, Question 13, and Element 4.13 — Control of Non-
conforming Product 13.1)
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Finding 35. Employees in the ISO 9000 registered companies found it easier in
write a report for non-conforming products than those in non-ISO
9000 registered companies (64% versus 31%)
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
55	 35
	
3	 1
Choices Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
a 2 3 4 9 0.3680
b 19 21 35 60 0.0176 <0.05
C 35 11 64 31 0.0026 <0.05
Figure 35. Difficulty for Employees Writing Non-conformities Report
64% of the ISO 9000 registered companies and 31% of the non-ISO 9000 registered
companies believed that it was easy to handle non-conforming products report
writing. On the other hand, 35% of the ISO 9000 registered companies and 60% of
the non-ISO registered companies thought that report writing was difficult.
(Ref.: ISO Survey Part II, Question 13, and Element 4.13 — Control of Non-
conforming Product 13.2)
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3.14 Corrective Actions (ISO 9000 Standard: Element 4.14)
Finding 36. About 70% of the respondents' companies measured the effectiveness
of the corrective actions. Counting the number of defectives was used
as the best indicator of measuring.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
58	 33	 0	 3
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech	 Mgr	 Tech
yes	 45	 21	 78	 64	 0.1552
no	 13	 12	 22	 36	 0.1552
a (if yes)	 8	 5	 18	 24	 0.5730
b (if yes)	 19	 14	 42	 67	 0.0659
c (if yes)	 12	 1	 27	 5	 0.0095	 <0.05
d (if yes)	 17	 2	 38	 10	 0.0056	 <0.05
Key :
yes - measure the
effectiveness of
corrective actions
no - no measure
a - using charts
b - counting number of
defectives
measure productivity
others
Figure 36. Measuring Effectiveness of Corrective Actions, and the Measuring Methods
Many companies found to have measurement on the effectiveness of the corrective
actions. The most common method was directly counting the number of defectives
generated.
(Ref.: ISO Survey Part II, Question 14, and Element 4.14— Corrective Actions 14.1)
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Finding 37. It was found that 96% of the ISO 9000 registered companies keep the
correction records, while 74% of the non-ISO 9000 registered
companies kept the records.
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 31	 1	 5
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
yes 55 23 96 74 0.0114 <0.05
no 2 8 4 26 0.0114 <0.05
Key :
yes - keeping correction
records
no - not keeping
Figure 37. Keeping Correction Records
Almost all ISO 9000 registered companies and many non-ISO 9000 registered
companies had kept the correction records for future reference.
(Ref.: ISO Survey Part II, Question 14, and Element 4.14 — Corrective Actions 14.2)
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Finding 38. Line operators or QC teams were normally asked in the responses to
seek the root causes in generating defects
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
56	 31	 2	 5
Choices Responses Responses (%) p-value
Mgr Tech Mgr	 Tech
a	 25 16	 45	 52	 0.5383
22 15	 39	 48	 0.4168
19 3	 34	 10	 0.0048 <0.05
Key :
a - line operators
b - form a QC team
c - others
Figure 38. People in Finding the Root Causes ofDefects
In order to find the root causes of defects, 45% of the ISO 9000 registered companies
and 52% of the non-ISO 9000 registered companies would ask the line operators
directly. Moreover, 39% of the ISO 9000 registered companies and 48% of the non-
ISO 9000 registered companies would form a team to handle the problem.
(Ref.: ISO Survey Part II, Question 14, and Element 4.14 — Corrective Actions 14.3)
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3.15 Handling, Storage, Packaging and Delivery (ISO 9000 Standard: Element
4.15)
Finding 39. Over 75% of the responses replied that their companies had methods
to prevent the damage of product and over 80% of them were satisfied
with the performance
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
56	 36
	
2	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech	 Mgr	 Tech
yes	 52	 28	 93	 78	 0.0598
no	 4	 8	 7	 22	 0.0598
a (if yes)	 6	 2	 12	 7	 0.5379
b (if yes)	 14	 6	 27	 21	 0.5938
c (if yes)	 27	 15	 52	 54	 0.8898
d (if yes) 4	 5	 8	 18	 0.2255
e (if yes)	 1	 0	 2	 0	 Nil
Figure 39. Methods in Preventing Product Damage, and the Degree of Satisfaction
Most companies had installed methods to prevent the damage of products and only a
few respondents were reported to be unsatisfied with the methods.
(Ref.: ISO Survey Part II, Question 15, and Element 4.15 — Handling, Storage,
Packaging and Delivery 15.1)
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Finding 40. Less than 20% of the responses mentioned that companies' storage
containers were not designed and provided by them, or purchased from
others
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
51	 34
	
2
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
Key :
a	 designed and provided
by company
b - purchased from others
with the intention of
reducing damage or
deterioration
c - both of them
d - neither of them
Figure 40. Source of Storage Containers
Owing to the cost and suitability of the storage containers, they were both designed
and provided by the companies themselves and purchased from outside.
(Ref.: ISO Survey Part II, Question 15, and Element 4.15 — Handling, Storage,
Packaging and Delivery 15.2)
Page 43
aResponses (%)
100 	
90 	
80 	
70 	
60 	
50 	
40 	
30 	
20 	
o Mgr
O Tech
Choices
Appendix C
	 Survey on IS09000 Quality Standards Implementation
Finding 41. 70% of the ISO 9000 and 50% of the non-ISO 9000 registered
companies always deliver the product to customers on time
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
56	 36
	
2	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr
	
Tech
	
Mgr
	 Tech
a
	 6	 3	 11
	 8	 0.7112
39	 18	 70
	
50
	
0.0592
11
	
13	 20
	
36
	
0.0807
0
	
2
	
0
	
6
	
Nil
Key :
a - absolutely on time
b - always on time
C - sometimes
d - never
Figure 41. Product Delivery to Customers
Both ISO 9000 and non-ISO 9000 registered companies claimed that their product
delivery were generally on time.
(Ref.: ISO Survey Part II, Question 15, and Element 4.15 — Handling, Storage,
Packaging and Delivery 15.3)
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Finding 42. Customers were reported to be unsatisfied with companies' packaging
in only 3% of the responses of non-ISO 9000 registered companies
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
51 35	 7 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 3 2	 6 6	 0.9743
b	 24 7	 47 20	 0.0099 <0.05
c	 24 17	 47 49	 0.8919
d	 0 8	 0 23	 Nil
e	 0 1	 0 3	 Nil
Key :
a - extremely satisfied
b - very satisfied
C - satisfied
d - marginally satisfied
e - dissatisfied
Figure 42. Degree of Customer Satisfaction for Packaging
It was found that customers of ISO 9000 registered companies tended to be more
satisfied with the packaging than that of non-ISO 9000 registered companies. This
might due to the better communication with customers under the ISO 9000 system.
(Ref: ISO Survey Part II, Question 15, and Element 4.15 — Handling, Storage,
Packaging and Delivery 15.4)
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3.16 Quality Records (ISO 9000 Standard: Element 4.16)
Finding 43. 62% of the ISO 9000 and 41% of the non-ISO 9000 registered
companies had incompletely defined quality records, and 36% of the
ISO 9000 and 52% of the non-ISO 9000 registered companies had no
indexing in the quality records
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
42	 29
	
16	 7
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
a 26 12 62 41 0.0907
b 15 15 36 52 0.1845
C 15 3 36 10 0.0090 <0.05
Figure 43. Problems in Quality Records
Incomplete quality records definition and no indexing of quality records could be
found in many companies.
(Ref.: ISO Survey Part II, Question 16, and Element 4.16 - Quality Record 16.1)
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Finding 44. Workers in ISO 9000 registered companies (32%) were less likely to
make the same mistake or error frequently than those in non-ISO 9000
registered companies (71%)
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 32	 1	 4
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
yes	 18
no	 39
20	 32	 71	 0.0043
12	 68	 43	 0.0043
<0.05
<0.05
Section 33.01
	
Figure 44. Workers Making Same Mistake or Error Frequently
In ISO 9000 registered companies, few workers were found to make the same mistake
or error. This was just the opposite situation in the non-ISO 9000 registered
companies.
(Ref.: ISO Survey Part II, Question 16, and Element 4.16 - Quality Record 16.2)
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Finding 45. 97% of the ISO 9000 registered companies used re-training programs
to correct workers' mistakes, while only 64% of non-ISO 9000
registered companies did so.
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
a
b
C
34
5
0
18
10
1
97
14
0
64
36
4
0.0018
0.0481
Nil
<0.05
<0.05
Key :
a - re-training
b - warning letter
c - transfer worker to
other position
Figure 45. Actions to Correct Workers' Mistake
ISO 9000 registered companies preferred re-training for the workers to correct their
frequent mistakes or errors, but non-ISO 9000 registered companies would use re-
training and warning letters.
(Ref.: ISO Survey Part II, Question 16, and Element 4.16 - Quality Record 16.3)
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Finding 46. Quality records were retained in all ISO 9000 registered companies
and most of the non-ISO 9000 registered companies (74%).
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
48 34	 10	 2
Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
48 25	 100	 74	 Nil
0 9	 0	 26	 Nil
0 3	 0	 12	 Nil
1 3	 2	 12	 0.1645
0 2	 0	 8	 Nil
2 8	 4	 32	 0.0092 <0.05
45 9	 94	 36	 0.0001 <0.05
Key :
yes - retain quality records
no - no retain
a - one month
b - two months
c - half year
d - one year
e - over one year
Figure 46. Retaining Quality Records and the Duration
ISO 9000 registered companies always retained the quality records and most of them
kept the records over one year. However, only 74% of the non-ISO 9000 registered
companies were found to have quality records retained and a few of them had kept
the records over one year.
(Ref.: ISO Survey Part II, Question 16, and Element 4.16 - Quality Record 16.4)
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3.17 Internal Quality Audits (ISO 9000 Standard: Element 4.17)
Finding 47. Only 17% of the non-ISO 9000 registered companies had no internal
audit
Total Responses	 No Response
Mgr	 Tech	 Mgr	 Tech
57	 36	 1	 0
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr
	 Tech
yes
	
57	 30	 100	 83	 Nil
no	 0	 6	 0	 17	 Nil
Key :
yes - have internal audits
no - no audit
All ISO 9000 registered companies and 83% of the non-ISO 9000 registered
companies claimed that they had internal audits.
(Ref.: ISO Survey Part II, Question 17, and Element 4.17 — Internal Quality Audits
17.1)
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Finding 48. Only 7% of the ISO 9000 and 50% of the non-ISO 9000 registered
companies had no external audit
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
57	 36
	
1	 0
Choices Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
yes	 53
no	 4
18	 93	 50	 0.0001
18	 7	 50	 0.0001
<0.05
<0.05
Key :
yes - have external audits
no - no audit
All ISO 9000 registered companies and only 50% of the non-ISO 9000 registered
companies claimed that they had external audits. It was found that the external
auditors of most companies were HKQAA, Arthur Andersen, Etal Sgs Yarsley and
Hoklas, etc.
(Ref.: ISO Survey Part 11, Question 17, and Element 4.17 — Internal Quality Audits
17.2)
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Finding 49. The three most significant factors in selecting auditors were training
and experience (91% of the ISO 9000 versus 62% of the non-ISO 9000
registered companies), competence and skills (56% versus 53%), and
education and professional qualification (65% versus 35%).
Choices
a
Total Responses
Mgr
	 Tech
54	 34
Responses
Mgr
	 Tech
30
	
18
49
	
21
35	 12
15
	 9
9
	
12
10
	 3
4
	
4
18
	 9
4
	
0
No Response
Mgr	 Tech
4 2
Responses (%)
Mgr
	 Tech
p-value
56 53	 0.8131
91 62	 0.0032 <0.05
65 35	 0.0065 <0.05
28 26	 0.8949
17 35	 0.0465 <0.05
19 9	 0.2166
7 12	 0.4944
33 26	 0.5023
7 0	 Nil
Key : Responses (%)
a
b
- education &
professional
qualifications
- training & experience
100
90	 	
80	 	—
c - competence & skills 70	 	
d - communications 60 — - - - -
abilities 50 — -
e knowledge of
production,
accounting, system
40
30
20
—
—
—
analysis &
engineering
10
0
— p-T
f
g
h
i
ability to get on with
people
- ability to cope with
changing technology
- ability to communicate,
verbally and in writing
- others
a
Figure 49. Criteria in Selecting Auditors
The three most significant factors in selecting auditors were the same for ISO 9000
and non-ISO 9000 registered companies. They were training & experience,
competence & skills, and education & professional qualification.
(Ref.: ISO Survey Part II, Question 17, and Element 4.17 — Internal Quality Audits
17.3)
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Choices Responses
Mgr
	 Tech
yes
	
46	 28
no	 3	 8
a (if yes)	 21	 5
b (if yes)	 1	 15
c (if yes) 24	 8
Responses (%)
Mgr
	 Tech
p-value
94 78	 0.0449 <0.05
6 22	 0.0449 < 0. 05
46 18	 0.0148 <0.05
2 54	 1).DDD1 <11 05
52 29	 4.4435 <D. 0
Key :
yes - pay training fee for
employees
no - not pay
a - sponsor and release
employees during
office hours
b - just pay or
reimburse course
fees
C - both of them
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3.18 Training (ISO 9000 Standard: Element 4.18)
Finding 50. The ISO 9000 registered companies (94%) were found to be more
supportive in staff development training programs than non-ISO 9000
registered companies (78%).
Total Responses	 No Response
Mgr	 Tech
	
Mgr
	
Tech
49	 36
	
9	 0
Figure 50. Pay Training Fees for Employees
More ISO 9000 registered companies mentioned that they would pay training fees for
their employees than non-ISO 9000 registered companies. For the ISO 9000
registered companies, they not only paid the course fees, but also released employees
during office hours. On the other hand, most non-ISO 9000 registered companies
preferred paying the course fees only.
(Ref.: ISO Survey Part II, Question 18, and Element 4.18— Training 18.1)
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Finding 51. Over 70% of the responses of ISO 9000 registered companies ranked
above average for the training and staff development plans, while
about 30% of the responses were found from non-ISO 9000 registered
companies.
Key :
a - excellent
b - good
c - fair
d - below average
e - poor
Figure 51. Performance of Training and StaffDevelopment Plans
From the respondents' feedback, training and staff development plans in ISO 9000
registered companies were better than that in non-ISO 9000 registered companies.
(Ref.: ISO Survey Part II, Question 18, and Element 4.18 — Training 18.2)
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Finding 52. There were regular training programs for employees in over 70% of
the responses.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
56 36	 2 0
Responses
Mgr Tech
Responses (%)
Mgr	 Tech
p-value
44 27	 79 75	 0.6943
12 9	 21 25	 0.6943
19 4	 43 15	 0.0127 <0.05
18 7	 41 26	 0.2049
23 11	 52 41	 0.3521
29 11	 66 41	 0.0384 <0.05
20 7	 45 26	 0.1027
31 5	 70 19	 0.0000 <0.05
8 1	 18 4	 0.0411 <0.05
Key :
yes provide regular
training program
no no program
a - Chinese language
b - English language
c - basic usage of
computer
technical knowledge
management
quality knowledge
others
(a) Figure 52. Providing Regular Training Programs, and the Types of Program
Above 70% companies had regular training programs for employees. ISO 9000
registered companies were found to have more training than the non-ISO 9000
registered companies. Quality knowledge, technical knowledge and computer were
the main programs in the ISO 9000 registered companies. A little different from ISO
9000 registered companies, technical knowledge, computer and management were the
main programs in the non-ISO 9000 registered companies.
(Ref.: ISO Survey Part 11, Question 18, and Element 4.18 — Training 18.3)
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Finding 53. Only 4% of the ISO 9000 and 12% of the non-ISO 9000 registered
companies had employees not very satisfied with the provided training courses
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
55	 34
	
3	 2
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 6 2	 11 6	 0.4262
b	 36 19	 65 56	 0.3722
C	 11 9	 20 26	 0.4830
d	 2 4	 4 12	 0.1934
e	 0 0	 0 0	 Nil
Key :
a - very satisfied
b - quite satisfied
c - neither satisfied
nor dissatisfied
d - not very satisfied
e - dissatisfied
Figure 53. Feedback of Employees about Training Courses
No employee was reported to be dissatisfied with the training courses provided from
the companies, and only a few employees were not very satisfied.
(Ref.: ISO Survey Part LE, Question 18, and Element 4.18 — Training 18.4)
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3.19 Servicing (ISO 9000 Standard: Element 4.19)
Finding 54. About 10% of the responses would have workers taking more than one
week's time to respond to the customers' order.
Total Responses	 No Response
Mgr
	
Tech	 Mgr
	 Tech
43	 35	 15	 1
Choices Responses	 Responses OM	 p-value
Mgr	 Tech
	
Mgr	 Tech
a
	 11
	
3
	
26
	
9
	
0.0433	 <0.05
10
	
3
	
23
	
9
	
0.0738
16
	
17
	
37
	
49
	
0.3187
4
	
4
	
9	 11	 0.7619
2
	 8	 5	 23	 0.0256	 <0.05
Key :
a - less than two hours
b - half day
c - one to three days
d - one week
e - more than one
week
Figure 54. Respond Time to Customer Orders
1 to 3 days was the most likely response time for customer orders. From the results,
ISO 9000 registered companies tended to have shorter response time than the non-
ISO 9000 registered companies.
(Ref.: ISO Survey Part II, Question 19, and Element 4.19— Servicing19.1)
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Finding 55. 58% of the ISO 9000 and 31% of the non-ISO 9000 registered
companies seldom received customer complaints, 38% of the ISO
9000 and 49% of the non-ISO 9000 registered companies reported that
they received customer complaints sometimes.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
50	 35
	 8	 1
Choices Responses
Mgr Tech
Responses (A)
Mgr	 Tech
p-value
a	 2 3	 4 9	 0.4142
b	 19 17	 38 49	 0.3375
C	 29 11	 58 31	 0.0154 <0.05
d	 0 4	 0 11	 Nil
Figure 55. Frequency in Receiving Customer Complaints
In general, ISO 9000 registered companies had fewer complaints from customers than
the non-ISO 9000 registered companies. However, it may be strange that only 11%
of the non-ISO 9000 registered companies replied that they never had complaints.
There might be no complaint channel established in non-ISO 9000 registered
companies.
(Ref.: ISO Survey Part II, Question 19, and Element 4.19 — Servicing19.2)
Page 58
Key :
yes have enough
equipment and
well-trained people
for timely service
no	 no service
a	 very satisfied
b	 quite satisfied
c	 neither satisfied
nor dissatisfied
d	 not very satisfied
e	 dissatisfied
	
100 	
90
80
70 —
60 —
50 —
40 —
30 —
20 —
10 —
	
0 	
Appendix C	 Survey on IS09000 Quality Standards Implementation
Finding 56. More than 70% of the respondents' companies had enough equipment
and well-trained people available to give timely service, and over 70%
of them were reported to have their customers quite satisfied.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
47	 35	 11	 1
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr
	
Tech
yes
no
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
42 25 89 71 0.0507
5 10 11 29 0.0507
4 1 10 4 0.3673
30 18 71 72 0.9607
8 5 19 20 0.9255
0 1 0 4 Nil
0 0 0 0 Nil
Figure 56.Equipment and Well-trained People for Timely Service, and Customer Feedback
Most companies replied that they had enough equipment and well-trained people
available to give timely service. Most of them also claimed that their customers were
quite satisfied with the services.
(Ref.: ISO Survey Part 11, Question 19, and Element 4.19— Servicing19.3)
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3.20 Statistical Techniques (ISO 9000 Standard: Element 4.20)
Finding 57. About 40% of the respondents thought that statistical techniques were
good in ensuring process capability and it was fair for about 30% of
the respondents
Total Responses	 No Response
Mgr
	
Tech
	
Mgr	 Tech
43 35 15	 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr
	 Tech
p-value
a	 5 2	 12 6	 0.3700
b	 18 15	 42 43	 0.9305
c	 14 10	 33 29	 0.7088
d	 4 6	 9 17	 0.3091
e	 2 2	 5 6	 0.8350
Figure 57. Performance of Statistical Techniques in Ensuring Process Capability
Only 14% of the ISO 9000 and 23% of the non-ISO 9000 registered companies
thought that statistical techniques were not very useful for ensuring process
capability.
(Ref: ISO Survey Part 11, Question 20, and Element 4.20 — Statistical Technique
20.1)
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Finding 58. 51% of the ISO 9000 registered companies used Statistical Process
Control (SPC), while 39% of the non-ISO 9000 registered companies
used SPC and AOQL methods
Total Responses
Mgr	 Tech
43	 23
No Response
Mgr	 Tech
15	 13
Choices	 Responses	 Responses (%)	 p-value
Mgr
	 Tech
	
Mgr	 Tech
a
	 22	 9	 51	 39	 0.3584
3	 7	 7	 30	 0.0344	 <0.05
8	 9	 19	 39	 0.0710
18	 0	 42	 0	 Nil
Key :
a - Statistical Process
Control (SPC)
b - Taguchi method
c - AOQL
d - others
Figure 58. Types of Statistical Techniques Being Used
The most commonly used statistical techniques were most likely to be the Statistical
Process Control (SPC) and ALQ method.
(Ref: ISO Survey Part r[, Question 20, and Element 4.20 — Statistical Technique
20.2)
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Finding 59. 71% of the ISO 9000 registered companies' responses and 60% of the
non-ISO 9000 registered responses were agreed that statistical
techniques were useful in improving product quality
Total Responses 	 No Response
Mgr	 Tech
	
Mgr	 Tech
45	 35
	
13	 1
Choices	 Responses	 Responses (%)	 p-value
Mgr	 Tech
	
Mgr	 Tech
a
	 8
	 3	 18
	
9
	
0.2409
24
	
18	 53	 51
	 0.8677
11
	
9
	
24
	
26
	
0.8981
2
	
5
	
4
	
14
	
0.1513
Key :
a - very useful
b - useful
c - neither useful
nor useless
d - useless
Figure 59. Usefulness of Statistical Techniques in Improving Product Quality
Statistical techniques were found to be useful in improving the product quality.
(Ref: ISO Survey Part II, Question 20, and Element 4.20 — Statistical Technique
20.3)
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Survey on ISO 9000 Implementation in Hong Kong
*****************************************************************************************
Content
Part I	 General Information
ISO 9000 Quality Management System
Part II	 Questions on the detailed elements of ISO Quality Standard
*****************************************************************************************
Part I -	 General Information
(This part is optional, however, please help to complete this part as far as possible)
Company Name
Address
Nature of business: (Please ,f as appropriate)
Service
Toy
Printing
Electrical & Electronic Industry
Industrial machinery
Plastics
Metal products
Textile & Clothing
Food and beverage
Chemical
Construction
Others:
Company Status
Year Established in Hong Kong
Year Established in China
No. Of Employees in Hong Kong
No. Of Employees in China
Respondent Name & Position
Contact Telephone No.
Date
: Locally owned / Foreign invested
(Contact person in your company)
For further interview, please contact
Position
Telephone
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Management responsibility is the keystone
requirement of ISO 9000 standards. It covers the
overall responsibility of management to the
organisation, which centres in the creation,
monitoring, and improvement of a quality
assurance system within a company by which a
uniform high-quality product is produced.
1.1 Are all high-position personnel involved in the
management, performance, and verification of
quality-related work so identified?
Yes	 LI	 No
Except these people, is there other personnel
involvement?
Yes	 LI	 No
If YES, please list:
1.2 How often does management regularly review
the system of quality assurance for
effectiveness and suitability?
a) Once a month	 LI
b) Every two month	 LI
c) Twice a year	 LI
d) Once a year	 LI
e) Do not review	 LI
0 Others:
2. Element 4.2 - Quality System
It is an extension of the Element 4.1. The supplier
should establish and maintain a documented
quality system as a means of ensuring that product
conforms to specified requirements. It should
concern the initiation, development,
implementation, and maintenance of the quality
system.
2.1 Which departments in your company get a
Quality Manual? Please 1 as appropriate:
a) Quality Department
b) Production Control Department
c) Design Department
Appendix C
Part 11 - Questions on the detailed elements
of ISO Quality Standard.
1. Element 4.1 Management Responsibility
Survey on IS09000 Quality Standards Implementation
d) Engineering Department
e) Process Control Department
Manufacturing Department
All departments
h) Others:
LI
LI
LI
LI
2.2 What is the main goal for your quality plan?
Please 1 one where appropriate:
a) reduce accidents
b) reduce material waste
c) increase productivity
d) increase efficiency
e) increase quality
fulfil customer requirement
others:
2.3 How often will Quality Manual be reviewed?
a) monthly
b) quarterly
c) half yearly
d) yearly
e) others:
3.	 Element 4.3 - Contract Review
It is being considered as a marketing function.
Specifically, it is the task of assuring the
customer's needs and expectations are met. This
function is supported by the co-operation and
feedback of several other departments, such as
engineering, manufacturing, and quality.
3.1 Who will be involved in the co-ordinating and
maintaining the contract review process?
Please as many as appropriate:
a) President
b) Vice-president
c) Quality Manager
d) Production control Manager
e) Process control Manager
f) Engineering Manager
g) Manufacturing Manager
h) All Managers
i) Others:
3.2 Are contracts formally reviewed with
customer?
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Yes	 0
If YES, how often is it?
a) once a month
b) every 2 months
c) half a year
d) once a year
e) others:
No 0
0
0
0
0
4.3 Do you think the design control really useful to
your company?
a) following specific steps during design of a
product will reduce or kill the creativity of
designers	 0
b) designs have been better overall as a result
of consistent and disciplined approach 0
c) neither useful nor useless 	 0
d) other comments:
3.3 How do you collect customers' opinion about
your product/services in order to improve
quality? Please V as many as appropriate:
a) survey	 0
b) customer complaints 	 CI
c) warranty claims	 0
d) repeat business	 0
e) sales data	 0
0 delivery time	 0
g) not measuring at all 	 0
h) others:
4.	 Element 4.4 - Design Control
'Design Control' is lengthy in comparison to most
elements. It states that if the process used to
control the design is effective, then the design will
be consistent. The supplier should establish and
maintain procedures to control and verify the
design of the product to ensure that the specified
requirements are met.
4.1 How do you ensure that design output meets
design-input requirements?
• a) with qualify auditor	 o
b) primary design with fully instruction o
c) the employees are very smart 	 0
d) others :
4.2 Does your company have periodic design re-
qualification?
Yes Li	 No 0
If YES, how often is it?
a) every 2 weeks
b) once a month
c) every 2 months
d) half a year
e) others:
5.	 Element 4.5 - Document Control
The basic principle of the element is for
management to identify quality records and
develop procedures to control this quality
documentation within the company. In reality,
discipline in issuing and tracking documents can
prevent many of the serious problems companies
experienced in bringing a successful product to
market.
5.1 It is very difficult to control documents and
data that relate to the requirements of ISO
9000. How do you maintain the control?
a) re-training program for the employee 0
b) use advance computer to store the
documents	 0
c) constant review of documents 	 0
d) others:
5.2 Does your company find problem(s) in the
following items? Please V as appropriate:
a) uncontrolled photocopying	 0
b) quality manual outdating 	 0
c) incomplete/incorrect data in documents 0
d) unauthorised distribution	 0
e) others:
5.3 What types of documents and quality records
will be controlled? Please V as appropriate:
a) drawings and blueprints	 0
b) quality assurance procedures	 0
c) quality manuals 	 0
d) test data	 0
e) calibration data	 0
0 specification	 0
g) operation procedures	 0
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extension of the previous requirement. It covers
the verification, shipment, storage, maintenance,
and incorporation of customer supplied goods.
7.1 Does your company use goods from customer
in manufacturing process?
Yes O	 No 0 not applicable 0
h) inspection reports
i) control plans
j) qualification reports
k) audit report
1) material review reports
m) quality cost reports
n) others:
6.	 Element 4.6 - Purchasing
In general, this element is intended for company to
establish a system ensuring that both the
companies understands the appropriate
requirements of the purchase order and the
subcontractor before the order is released.
6.1 Do purchased products conform to stated
requirements?
Yes 0	 No 0
If NO, what action(s) will you take? Please V
as appropriate:
a) change the purchased product from the
original supplier	 0
b) buy new products from other suppliers 0
c) sell these purchased products to other
suitable company	 D
d) others:
6.2 Does your company perform supplier survey?
Yes 0	 No 0
If YES, how often do you find problem
supplier, long-term supplier and new qualified
supplier from your survey results?
	
Problem Long-
	 New
	
term	 qualified
a) very often
	
0	 0	 0
b) often
	
0	 LI	 0
c) quite often	 LI	 0	 0
d) sometimes
	
0	 0	 0
e) never
	
0	 0	 C3
7.2 When product is lost, damaged, or unsuitable
for use, what will you do? Please V as
appropriate:
a) continue using it 	 0
b) redesign the goods	 0
c) reject the products	 0
d) record the condition and report to the
customer	 0
e) others:
8.	 Element 4.8 - Product Identification &
Traceability
The ability to identify and trace all materials used
in the manufacturing process is critical to assuring
that you use the correct components for optimal
quality.
8.1 What do you think if your company use
traceability in product identification?
a) excellent	 0
b) good	 0
c) fair	 0
d) below average	 CI
e) poor	 0
8.2 Where are the identification codes attached?
Please V as appropriate:
a) physically applied to the components U
b) placed on packaging	 U
c) placed on labels 	 La
d) placed on storage bins 	 U
e) others
9.	 Element 4.9 - Process Control
7.	 Element 4.7 - Purchaser Supplied Product
Purchaser supplied products are those goods your
customer sends you to use in your own
manufacturing process. This element is merely an
The element is specifically directed toward
activities that must be accomplished for a product
to be generated.	 These activities include
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paperwork, manufacturing, training, service,
installation and design.
9.1 Does your company find problems in the
following? Please ,( as appropriate:
a) production plans do not available or
updated
	
LI
b) actual operations do not conform to
documented instructions	 LI
c) inspection and test criteria are not
documented
	
LI
d) no follow-up actions on identified non-
conformance	 LI
e) not knowing status of inspection	 LI
others:
9.2 Does supervisor work in the production line
with workers?
Yes LI	 No
If YES, how many supervisors are there in the
production line?
a) 1-4	 LI
b) 5-9	 LI
c) 10- 15	 LI
d) More than 15	 LI
9.3 Do you have a schedule for regular machine
maintenance?
Yes CI	 No
If YES, what is your experience about using
such schedule?
a) excellent	 LI
b) good	 LI
c) fair	 LI
d) below average	 LI
e) poor	 LI
10. Element 4.10 - Inspection and Training
It deals with the inspection of goods at receiving,
during production, and after production in each
phase of the manufacturing cycle. Also, it should
be used to gather the data needed to identify the
root cause of the problem.
10.1 Do you have a procedure for inspection of
incoming material?
Yes 0	 No
If YES, how do you think the efficiency of the
procedure?
a) excellent
b) good
c) fair
d) below average
e) poor
10.2 How do you ensure that products are inspected,
tested and identified according to quality plan
or documented procedures?
a) with inspection team
b) installation with automatic inspection and
test system
c) with inspector monitoring
d) others:
10.3 Do you have a quality plan that identifies and
schedules which, when and where tests and
inspections will take place?
Yes 0	 No 0
If YES, what kind of test or inspection does
your company perform?
10.4 Does your company include the following
checks during the verification at each stage of
production? Please 1 as appropriate:
a) set-up and first piece inspection
b) inspection/test by machine operator 0
c) automatic inspection or test
d) fixed inspection stations at intervals
throughout the process
e) patrol inspection by inspectors monitoring
specific operations
others:
11. Element 4.11 - Inspection, Measuring, and
Test Equipment
The standard requires you to list, track, and
calibrate every piece of equipment used for
measuring, inspecting, or testing the products you
produce. Equipment shall be used in a manner,
which ensures that measurement uncertainty is
known and is consistent with the required
measurement capability.
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Yes 0	 No 0
11.1 Do you have a regular schedule for calibrating
all test, measurement and inspection
equipment?
Yes 0	 No 0
If YES, how often is it?
a) everyday
b) every two days
c) every three days
d) every four days
e) others:
11.2 If you find your equipment defective, out of
calibration or unsuitable for use, what action(s)
does your company take? Please V as
appropriate:
a) contact the suppliers for maintenance
b) continues using it
c) repair by your own engineer
d) buy new equipment 	 0
e) others:
12. Element 4.12 - Inspection and Test Status
The purpose of this element is to ensure that
product is identified as to whether it has been
inspected and whether it is conforming or non-
conforming. The identification of inspection and
test status shall be maintained throughout
production and installation of the product to
ensure that only product that has passed the
required inspections and tests is dispatched, used,
or installed.
12.1 How does your company identify the inspection
and test status of your products? Please
where appropriate:
a) markings
b) authorised stamps
c) tags
d) labels
e) routing cards
f) inspection records
g) test software
h) others:
12.2 Does your company have any inspection
instruction for each operator?
If YES, what do you think?
a) Excellent
b) Good
c) Fair
d) Poor
e) Very Poor
12.3 What percentage of your workers follows these
procedures?
a) under 20%
b) 20 - 40%
e) 40 - 60%
d) 60 - 80%
e) 80 - 100%
13. Element 4.13 - Control of Non-conforming
Product
The element dictates to a company what must be
done to address the identification, segregation,
disposition and documentation of the non-
conforming product. The purposes are to prevent
the rejected product from reaching the customer
and identify the presence of a problem and remove
the root cause.
13.1 Who is/are responsible for reporting the non-
conforming products? Please where
appropriate:
a) Quality Control Manager
b) Technical assistant(s)
c) Line supervisor(s)
d) Operator(s)
e) Others:
13.2 How difficult do your employees find in
writing up the above-mentioned report?
a) very difficult
b) difficult
c) easy to handle
14. Element 4.14 - Corrective Actions
The unique part of this element is the requirement
for a company to become proactive in its approach
to problem solving. The root cause for defective
product is identified, and corrective action is taken
to prevent occurrence in the future.
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theare you with
16.3 Does your company retain the quality records?
Yes 0	 No 0
What action will you make?
a) re-training program
b) warning letter
c) transfer the worker to other position
If YES, how satisfied
prevention method?
a) extremely satisfied
b) very satisfied
c) satisfied
d) marginally satisfied
e) dissatisfied
If YES, how long is it?
a) one month
b) two months
c) half year
d) one year
e) over one year
14.1 Do you measure the effectiveness of the
corrective actions?
Yes 0	 No
If YES, how? Please V where appropriate:
a) using charts
b) by counting the number of defectives 0
c) by measuring productivity	 0
d) others:
14.2 Does your company keep correction records?
Yes 0	 No
14.3 How do you find the root causes of the defects?
Please V where appropriate:
a) ask the line operator(s) directly
b) form a QC team to find the root cause(s)
c) others:
15. Element 4.15 Handling, Storage, Packaging
and Delivery
This element is in support of the design and
manufacturing elements. The areas covered are
associated with protecting the condition of the
material from the time it is received from a
supplier through the storage, processing,
packaging, and delivery stages. It will not
guarantee acceptable product, but it will ensure
that good product will not be converted into scrap.
15.1 Does your company install any methods to
prevent the damage of product?
Yes 0	 No
d) neither of them
15.3 Does your company deliver the product to
customer on time?
a) absolutely on time
b) always on time
c) sometimes
d) never	 0
15.4 How satisfied are your customers with your
packaging?
a) extremely satisfied
b) very satisfied	 0
c) satisfied
d) marginally satisfied
e) dissatisfied
16. Element 4.16 - Quality Records
In this element, the supplier should establish and
maintain procedures for identification, collection,
indexing, filing, storage, maintenance and
disposition of quality records. Also, it serves three
important purposes: verify the required activities
are maintained and followed, verify the condition
of the product at a given in time, and provide a
history of a part, process or program.
16.1 Have you ever found problem(s) in the
following? Please ( where appropriate:
a) defined quality records incomplete
b) no indexing of quality records
c) damage in or loss of quality records CI
16.2 Does your worker make the same mistake or
error frequently?
Yes 0	 No
15.2 Are all storage containers (1) designed and
provided by you or (2) purchased from others
with	 the	 intention	 of	 reducing
damage/deterioration?	 Please V where
appropriate:
a) (1)
b) (2)
c) both of them
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17. Element 4.17 Internal Quality Audits
The purpose of this requirement is to ensure that
your company's management is constantly
checking the effectiveness of its management
quality system. The company should carry out a
comprehensive system of planned and documented
internal quality audits to verify whether quality
activities comply with planned arrangements and
to determine the effectiveness of the quality
system.
17.1 Are there internal audits?
Yes 0
	
No 0
17.2 Are there external audits?
Yes 0	 No 0
If YES, who are they?
17.3 What do you base on in selecting auditors?
Please the 3 most significant:
a) education and professional qualification
LI
b) training and experience	 LI
c) competence and skills 	 LI
d) communications abilities	 LI
e) knowledge of production, accounting,
system analysis and engineering
f) ability to get on with people
ability to cope with changing technology
LI
h) ability to communicate, verbally and in
writing
i) others:
18. Element 4.18 - Training
The basic premise of this element is for a company
to identify the knowledge and skill required and
provides for the training of all personnel
performing activities affecting quality. Also, the
training records should be maintained.
18.1 Will your company pay training fees for the
employees?
Yes 0	 No 0
If YES, will your company:
a) sponsor and release them during office
hours	 Li
b) just pay or reimburse their course fees 0
c) both
18.2 How good are the training and staff
development plans for all employees in your
company?
a) excellent
b) good	 0
c) fair
d) below average
e) poor
18.3 Is there any regular training programs for your
employees?
Yes 0	 No
If YES, What is it?
a) Chinese language
b) English language
c) basic usage of computer
d) technical knowledge
e) management
f) quality knowledge
g) others:
18.4 What is the feedback of your employee about
the training courses?
a) very satisfied
b) quite satisfied	 LI
c) neither satisfied nor dissatisfied 	 LI
d) not very satisfied
e) dissatisfied	 LI
19. Element 4.19 - Servicing
Service is any contracted servicing that your
company provided after the sale of the product.
The purpose of this element is to establish and
maintain procedures for performing and verifying
that servicing meets the specified requirements.
19.1 How long do your workers take to respond to
the customers' orders (installation, repair, and
etc.)?
a) less than 2 hours
b) half day
c) 1 to 3 day
d) 1 week
e) more than 1 week
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19.2 How often does your company receive
complaints from customers?
a) always	 0
b) sometimes	 0
c) seldom	 0
d) never	 0
19.3 Are there enough equipment and well-trained
people available to give timely service for your
product?
Yes 0	 No 0
If YES, what is the feedback of your
customer?
a) very satisfied	 0
b) quite satisfied	 0
c) neither satisfied nor dissatisfied	 0
d) not very satisfied
	 CI
e) dissatisfied
	 0
20. Element 4.20 - Statistical Techniques
This element is included to ensure that its
statistical methods are being used by a company to
control processes or production, the methods are
accurate and properly applied for verifying the
acceptability of process capability and product
characteristics.
20.1 How good are the statistical techniques used in
your company to ensure process capability?
a) excellent	 0
b) good	 0
c) fair	 ID
d) below average	 0
e) poor	 0
20.2 What statistical techniques do your company
used? Please V where appropriate:
a) Statistical Process Control (SPC)
	 0
b) Taguchi Method	 0
c) AOQL	 0
d) Others:
20.3 Do you think that the statistical technique can
really help you to improve the product quality?
a) very useful
	 0
b) useful
	 0
c) neither useful nor useless
	 0
d) useless	 0
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Appendix D	 Survey on TQM Implementation in Hong Kong
1. Introduction
This report investigates the understanding of concept and implementation of total
quality management in Hong Kong. A survey was conducted to explore the state of
management systems in Hong Kong based companies under the TQM philosophy. The
responses provide insights to both local and foreign companies in determining their
corporate strategies for the challenges in the Asia Pacific region.
Total Quality Management (TQM) has become the management style of the 1990s. In
order to survive in today's competitive market, companies have been forced to
improve their efficiency and effectiveness; to become more customer-oriented; and to
work towards both proof of and improvement of quality.
2. Questionnaire on Total Quality Management and Survey
Based on the Deming's quality philosophy, a questionnaire was designed and the
question design is shown in Chapter 8. Section 4 of Appendix D shows the questions
on the TQM concept and implementation. At the end of the survey findings, a
question reference is included. The aim was to research and assess the status of
development of TQM in Hong Kong; and also collect responses from different
industrial sectors the attitude of employees towards TQM. Through this survey study,
the driving force of companies implementing TQM and their major problems and
difficulties during the implementation could also be revealed.
Through the Hong Kong Quality Assurance Association (HKQAA), a list of 333 ISO
9000 registered companies was obtained. Out of these questionnaires, a total of 68
returned. Although only 58 responses were identified as valid, the response rate of
17% was still high. Through the Manufacturing Engineering Department in Hong
Kong Technical College (Tsing Yi), 70 part-time students were selected and a total of
44 questionnaires were returned. Out of these returns, there were 8 questionnaires
returned uncompleted. Therefore, there were 36 valid responses (51%).
Statistical analysis methods were used in assisting survey analysis and reporting. All
the computations were carried out on SAS package from a PC. The survey findings
are discussed in detail in each section.
3. Survey Responses
As there are two groups of responses according to the respondents' position, the
reporting results are labelled/distinguished as "Mgr" and "Tech" for responses from
companies and part-time students respectively. Their combined results are then
denoted by "Tot".
The following table and chart show that various industrial sectors are included in the
survey. The major industrial sectors responded are construction, service and electrical
& electronic industries. This result also implied that there are a high level of awareness
and interest of quality management system in engineering industry than in service
industry in Hong Kong.
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Nature of Business Mgr Tech Tot
Chemical 3 0 3
Construction 25 6 31
Electrical & Electronic 9 6 15
Machinery 0 3 3
Metal Products 1 1 2
Plastics 1 2 3
Printing 2 0 2
Service 8 8 16
Textile & Clothing 1 0 1
Toy 1 3 4
Others 7 3 10
No Response 0 4 4
Table showing the Distribution of Business Nature of Respondents
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3.1 Constancy of purpose for improvement of quality
Finding 1. Customer complaints were the main source of obtaining customer
feedback; 86% and 57% of the responses of ISO 9000 and non-ISO 9000
registered companies, respectively.
Total Responses	 No Response
Mar	 Tech
	
Mgr	 Tech
42	 35	 16	 1
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
a 13 10 31 29 0.8231
b 23 14 55 40 0.2017
C 36 20 86 57 0.0063 <0.05
d 13 7 31 20 0.2812
e 11 4 26 11 0.1061
f 1 3 2 9 0.2535
g 6 0 14 0 Nil
Key:
a - marketing research
b - customer survey
C - customer complaint
d - sales report data
e - sales data
f - not measuring
g - others
Figure 1. Method in Obtaining Customer Feedback
From the results of the surveys, ISO 9000 registered companies had more means in
obtaining customer feedback than the non-ISO registered companies. Using the
customer complaint method as the major source of receiving the customers' feedback
was considered to be passive. On the other hand, a customer survey was the other
commonly used method of obtaining customer feedback.
The result also showed that there was an incorrect attitude or a lack of concern about
customers' satisfaction. Companies are simply waiting for things to happen rather than
preventing them from getting worse.
The findings, the major two methods used to measure customers' feedback and
satisfaction are customer complaints and customer survey, were similar to the survey
result of Taylor (Taylor, 1995).
(Ref.: TQM Part III, Question 1, 1.1)
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Finding 2. Hong Kong employees prefer to follow the current working practice,
with less interest in accepting new knowledge and technology. Only
about 50% of the managerial responses quite enjoyed accepting new
knowledge, however the situation was worse for the technical responses
at about 20%.
Total Responses
Mgr
	
Tech
No Response
Mgr	 Tech
42	 36	 16	 0
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 0	 2	 0	 6	 Nil
b	 5	 8	 12	 22	 0.2282
c	 17	 18	 40	 50	 0.4058
d	 18	 5	 43	 14	 0.0038	 <0.05
e	 2	 3	 5	 8	 0.5271
Key :
a	 - very dislike
b	 - quite dislike
c	 - neither dislikes nor like
d	 - quite like
e	 - very like
Responses CYO
100
90	 	
80	 	
70	 	
60	 	
50	 	
40	 	
30	 	
20	 	
1-0
CI Mgr
Tech
Choices
10	 	
elA0
a
Figure 2. Employees' Attitude towards New Knowledge Acceptance
Managerial respondents had a more positive result than did the technical respondents.
The difference could be identified because of their different educational background.
Technical respondents seemed to be more passive and they just followed the
companies' policy or instruction. However, very few respondents disliked new
knowledge.
Hence, top management should have some policy to encourage staff development and
promote the importance of acquiring new knowledge or innovation.
(Ref.: TQM Part III, Question 1, 1.2)
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Finding 3. Benchmarldng is generally agreed in its importance. However, because
of the job nature, about 30% managerial responses had make use of it,
while there was about 70% usage in the technical responses.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
42	 35	 16	 1
Choices
yes
no
a (if yes)
b (if yes)
c (if yes)
d (if yes)
e (if yes)
Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
13
29
5
7
1
0
0
24	 31
11	 69
7	 38
10	 54
4	 8
2	 0
1	 0
69	 0.0008
31	 0.0008
29	 0.5768
42	 0.4917
17	 0.4599
8	 Nil
4	 Nil
<0.05
<0.05
Note: Respondents are allowed to have only one choice
Key :
yes - have benchmarlcing
no - no benchmarlcing
a - very important
b - quite important
c - neither important
nor unimportant
d - quite unimportant
Figure 3. Usage of Benchmarking and its Importance
Referring to the findings, there were significant differences in using benchmarlcing
between the two groups of respondents. The reason might be due to their job nature.
Managerial level tended to consider problems within a whole system which was not
easy to find comparisons, while benchmarldng was a tool usually used in the technical
level. Those who replied using benchmarking considered that it was a quite important
tool.
From the finding, generally it was found that benchmarlcing was important to quality
improvement. And Hong Kong companies had realised the importance and benefit of
benchmarldng which allows firms to identify and incorporate the best industry practices
meeting the customer satisfaction and motivates employees towards continuous
improvement and enhances products' quality (Boone et al., 1995).
(Ref.: TQM Part III, Question 1, 1.3)
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3.2 Adopt new management philosophy
Finding 4. Over 80% of both responses replied that their top management had
defined the company vision so the employees could realise the direction
of the company.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
42	 36	 16	 0
Choices Responses
Mgr	 Tech
Responses (A)
Mgr	 Tech
p-value
yes	 38	 29	 90	 81	 0.2146
no	 4	 7	 10	 19	 0.2146
Figure 4. Vision Defined in Top Management
The result was very encouraging and positive. Almost all respondents' working
companies had a clear vision being defined. This also indicated that companies had a
long term perspective and direction in all system planning. Similarly, technical
respondents also understood that their companies had a long-term vision for them to
achieve.
(Ref.: TQM Part III, Question 2, 2.1)
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Finding 5. Over 75% of the responses believed that quality planning and quality
management were regarded as the two most important elements of
management.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
42	 35	 16	 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
yes	 32	 27	 76	 77	 0.9230
no	 10	 8	 24	 23	 0.9230
Figure 5. Quality Planning & Quality Management are Important Elements in Strategic Plan
Most respondents agreed that quality planning and quality management were regarded
as the two most important elements in management.
Their opinions reflected the quality awareness in today's market trend.
(Ref.: TQM Part III, Question 2, 2.2)
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Finding 6. After implementing TQM, there should be changes in management
attitude but over 50% responses reported that they could not identify
those changes.
Total Responses
Mgr
	 Tech
No Response
Mgr	 Tech
29	 35	 29	 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr
	 Tech
p-value
yes	 14	 12	 48	 34	 0.2637
no	 15	 23	 52	 66	 0.2637
Key :
yes - management attitude
change after
implementing TQM
no - no change
Figure 6. Changes in Management Attitude after Implementing TQM
Owing to most companies had not implemented TQM; there were few responses. The
notified change was the recognition of customer feedback and improving the quality
accordingly. However, over half of respondents could not identify any change in
management attitude after implementing TQM, the reason may be the lack of
understanding of TQM.
Such unchanged attitudes implied that there was a common misunderstanding of TQM
concepts and the mentioned TQM systems were most unlikely to be the full TQM
scheme.
(Ref: TQM Part III, Question 2, 2.3)
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3.3 Understand the purpose of inspection
Finding 7. Top management involvement was the key success element in quality
improvement. Over 75% of the ISO 9000 registered companies reported
that their top management were involved in quality improvement and
problem solving, while only 9% from the non-ISO 9000 registered
companies reported the same.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
42	 35	 16	 1
Choices	 Responses	 Responses (/o)	 p-value
Mgr Tech Mgr Tech
a 0 2 0 6 Nil
b 6 16 14 46 0.0030 <0.05
C 4 14 10 40 0.0024 <0.05
d 26 3 62 9 0.0001 <0.05
e 6 o 14 0 Nil
Figure 7. Involvement of Top Management in Quality Improvement
Due to the different quality management systems used, top management of the ISO
9000 registered companies were very much more involved in identifying and
supporting employees in problem solving than the non-ISO 9000 registered companies.
Statistical analysis also shows that there are significant differences between these two
groups of companies on the involvement of top management in quality improvement
and problem solving. This also reveals that technical staffs in the non-ISO registered
companies may think that top management was not participating in the daily problem
solving and quality improvement program with them.
This result reveals that the commitment of top management in quality system
development is important and a lot of effort has to be put in for the development of a
quality system that suits their companies.
(Ref.: TQM Part III, Question 3, 3.1)
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3.4 Relationship between organisation and supplier
Finding 8. Quality of products or services and the price were the main choosing
criteria of suppliers of 93% and 80% responses of ISO 9000 registered
companies, respectively. However, 50% responses of non-ISO 9000
registered companies would consider the suppliers' image.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
41	 36	 17	 0
Choices Responses
Mgr
	
Tech
Responses (c/o)
Mgr
	
Tech
p-value
a	 33	 13	 80	 36	 0.0000	 <0.05
11	 18	 27	 50	 0.0366	 <0.05
20	 8	 49	 22	 0.0153	 <0.05
38	 12	 93	 33	 0.0001	 <0.05
5	 1	 12	 3	 0.1140
Key :
a - price
b - company image
c - previously relationship
d - product's / service's
quality
e - others
Figure 8. Criteria in Choosing Suppliers
According to Dr. Deming, purchasing products should not be on the basis of price
only; the quality should be the major consideration. The respondents of the ISO 9000
registered companies were very consistent with this philosophy. On the contrary, non-
ISO 9000 registered companies seemed to follow their current practices with no
special consideration in supplier selection. Statistical analysis also shows that there are
significant differences between these two groups of companies on supplier selection
that could affect quality severely.
Non-1S09000 registered companies should put more emphasis on product or service
quality rather than company image, for example. This may also due to the reason that
the respondents were at working level and they tended to look at things from a simpler
angle.
(Ref.: TQM Part III, Question 4, 4.1)
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Finding 9. Over 55% responses recognised the importance of having partnerships
with key suppliers.
Total Responses
Mgr
	 Tech
No Response
Mgr
	 Tech
41	 36	 17	 0
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
yes	 31	 20	 76	 56	 0.0647
no	 10	 16	 24	 44	 0.0647
Key :
yes - have partnership
with key suppliers
no - no partnership
Most companies understood the importance of having an established partnership with
their key suppliers.
This observation indicated that in the long run the awareness of the products' quality
and the good relationship between suppliers and companies could promote the
continuous improvement of quality.
(Ref.: TQM Part III, Question 4, 4.2)
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Finding 10. 93% of the ISO 9000 registered companies replied that customer's
expectation and satisfaction were usually translated into supplier
requirements, while only 64% non-ISO 9000 registered companies had
the same practice.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
40	 36	 18	 0
Choices Responses
Mgr	 Tech
Responses (%)
Mgr
	 Tech
p-value
yes	 37	 23	 93	 64	 0.0029	 <0.05
no	 3	 13	 8	 36	 0.0029	 <0.05
Key :
yes - customer's
expectation &
satisfaction were
translated into
supplier's
requirements
no - no translation
Figure 10. Translating Customer's Expectation & Satisfaction into Supplier's Requirements
It was revealed that majority of the companies had translated their customers'
expectation and satisfaction into supplier's requirements, especially for the ISO 9000
registered companies.
With the non-1S09000 registered companies, customer satisfaction would enhance the
overall quality improvement system. Generally speaking, customers' satisfaction was a
very important factor in quality management.
(Ref.: TQM Part III, Question 4, 4.3)
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9	 5
	
26	 22	 0.6903
23	 14
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2	 2
	 6	 9	 0.6898
0	 2
	
0	 9	 Nil
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3.5 Continuous improvement of every process
Finding 11. Measurement of customer satisfaction was included in strategic planning
in over 65% responses.
Total Responses
M r	 Tech
43
	
35
No Response
Mgr	 Tech
15	 1
Note: Respondents are allowed to have only one choice
Key :
yes - customer satisfaction
was included in
strategic planning
Responses (%)
100
90	 	
80	 	
0 Mgr
O Tech
no	 - not included
70 —	 	
a	 - very important 60 —
b	 - quite important 50 —
c	 - neither important 40 —
nor unimportant 30 —
d	 - quite unimportant 20 —
e	 - very unimportant 10 — Effl Choices0
yes	 no	 a
Figure 11. Customer Satisfaction was included in Strategic Planning and its Importance
Measurement of customer satisfaction was commonly included in strategic planning
and respondents replied that such measurement was quite important.
Because of the market trend, most companies realised the importance of customer
satisfaction so it was included in the planning. This could enhance the design of
processes and continuously work towards the best of quality.
The finding indicated that similar result was also observed in the survey conducted in
New Zealand (Bately, 1994), which proved that measurement of customer satisfaction
is important to quality improvement.
(Ref.: TQM Part III, Question 5, 5.1)
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3.6 Training and education
Finding 12. 63% of the responses replied that there was no TQM training program
provided for employees.
Total Responses	 No Response
Mgr	 Tech
	
Mgr
	 Tech
43	 35	 15	 1
Key :
yes - provide TQM training
program to employees
no - no training
a - company personnel
b - external consultants
c - top management staff
d - academic institutions
e - others
Figure 12. Providing TQM Training to Employees and the Conducting Persons
Only one-third of respondents in both groups mentioned that there was training on
TQM in their companies. This indicated that Hong Kong companies had a low
awareness of the quality concept and TQM philosophies. If TQM training was
organised, the speakers were mainly the internal staff of the companies.
As TQM was not that popular in Hong Kong industry and probably had some barriers
of implementation, staff would most likely have less experience and understanding of
the philosophies. This might explain why employees had doubts and the system
implementation was less successful.
(Ref.: TQM Part III, Question 6, 6.1)
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Finding 13. Middle management (81% ISO, 55% non-ISO), front-line supervisors
(65% ISO, 42% non-ISO) and quality staff (76% ISO, 48% non-ISO)
were the main sort of employees receiving TQM training, all these people
are at high position.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
37	 33	 21	 3
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
a	 18	 14	 50	 42	 0.5354
b	 30	 18	 81	 55	 0.0167	 <0.05
c	 24	 14	 65	 42	 0.0613
d	 28	 16	 76	 48	 0.0185	 <0.05
e	 12	 8	 32	 24	 0.4562
f	 16	 10	 43	 30	 0.2699
g	 16	 6	 43	 18	 0.0241	 <0.05
h	 7	 6	 19	 0	 Nil
Figure 13. Employee Types in Receiving Training
The responses indicate that the ISO 9000 registered companies provided more training
to their employees than those non-ISO 9000 registered companies. However, all
companies had a trend in targeting the training for more senior position personnel.
This shows the misunderstanding of TQM concept that all staff in the organisation
should be involved in the transformation process. Generally the supporting staff and
general workers were mostly overlooked. The result is the general awareness of TQM
as a company quality culture was less significant.
Statistical analysis also shows that there are significant differences between these two
groups of companies on the types of person receiving TQM training. Much higher
percentages of people receiving the training were identified who were at middle
management, quality staff and operative levels. The higher level of significant
difference at operative level explains the situation of higher awareness of quality from
the operative level.
(Ref.: TQM Part III, Question 6, 6.2)
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Finding 14. The major areas of training were identified: ISO 9000 guideline & criteria (95%
ISO, 28% non-ISO), quality system auditing (80% ISO, 13% non-ISO),
statistical process control (29% ISO, 34% non-ISO) and leadership (34% ISO,
31% non-ISO). Quality concepts were overlooked.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
41	 32	 17	 4
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
a	 8	 6	 20	 19	 0.9357
4	 2	 10	 6	 0.5945
14	 10	 34	 31	 0.7972
23	 5	 56	 16	 0.0003	 <0.05
9	 7	 22	 22	 0.9939
12	 11	 29	 34	 0.6467
10	 9	 24	 28	 0.7228
12	 4	 29	 13	 0.0880
39	 9	 95	 28	 0.0001	 <0.05
33	 4	 80	 13	 0.0000	 <0.05
8	 6	 20	 19	 0.9357
1	 1	 0	 2	 Nil
Key :
a TQM and marketing
b	 quality costs of TQM
c top management
leadership in TQM
d	 definition of quality
e	 quality circles
f	 statistical process
control
g	 employee involvement
in TQM
h	 problem solving tools
i	 ISO 9000 guideline
and criteria
j	 quality systems auditing
k	 reliability in
quality control
1	 others
Figure 14. Training Areas
The differences in responses between the two groups were obvious. For those ISO 9000
registered companies that had the certification for few years, they need further training on ISO
9000 standard and auditing, that is quite different from the non-ISO group. Other than the ISO
training, the low responses on the other training areas from both groups were identified. This
also explains why ISO certification is mainly for satisfying the documentation requirements
and having less emphasis on TQM philosophies. Basically, ISO 9000 standard is a guideline
on how to set-up and document a quality system; there is less concern about the quality
improvement concept. Therefore, there should be more training on total quality management so
as to improve the employees' perception of quality.
(Ref.: TQM Part III, Question 6, 6.3)
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3.7 Leadership
Finding 15. About 50% of responses believed team building was commonly applied in
leadership.
Total Responses
M r	 Tech
No Response
Mgr	 Tech
38	 33	 20	 3
Choices Responses
Mgr	 Tech
Responses (%)
Mgr
	 Tech
p-value
a	 20	 15	 53	 45	 0.5529
b	 6	 6	 16	 18	 0.7921
c	 9	 7	 24	 21	 0.8070
d	 3	 5	 8	 15	 0.3418
e	 0	 0	 0	 0	 Nil
Key :
a - team building
b - authoritarian
c - participatory
d	 servant leader
e	 others
Figure 15 Leadership Style
About half of respondents replied that their companies' management structure was in
team building.
Although the responses were not high, it indicated that team building was mostly used
in Hong Kong. Through team building, employees could enjoy participation in various
activities and have effective communication at all levels, thereby creating a harmonised
working environment.
The analysis indicated that team building was the main leadership style in most Hong
Kong companies. It also indicated that leadership in an organisation was extremely
important (Zairi, 1994). Good leadership could mean vision, cheerleading, love, trust,
consistency, and creating heroes at all levels.
(Ref.: TQM Part III, Question 7, 7.1)
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Finding 16. Top management was involved in encouraging employees to participate
in continuous improvement in 67% ISO 9000 registered companies, while
there were only 21% in non-ISO 9000 registered companies.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
43	 34
	
15	 2
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
a 0 6 0 18 Nil
b 7 12 16 35 0.0557
c 7 9 16 26 0.2798
d 19 7 44 21 0.0298 <0.05
e 10 0 23 0 Nil
Key :
a - not at all involved
b - not very involved
c - neither involved
nor not involved
d - quite involved
e - vety involved
Figure 16. Degree of Top Management in Encouraging Employees in
Participating Continuous Improvement
Top management of the ISO 9000 registered companies was more involved on
employee's encouragement for continuous improvement than the non-ISO registered
companies.
This result implies that the attitude and commitment of top management were the
essential factors in implementing a successful quality management system.
Statistical analysis also shows that there is significant difference between these two
groups of companies on top management involvement encouraging employees to
participate in continuous improvement.
(Ref: TQM Part III, Question 7, 7.2)
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3.8 Job satisfaction
Finding 18. The concerns of job security are different depending on their position in
the companies. Managerial respondents were highly concerned about
their opportunity for advancement and job stability in the company,
whereas the technical respondents considered the job stability and co-
operation between employees as their major concerns.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
40	 34	 18	 2
Choices Responses Responses (%) p-value
Mgr	 Tech Mgr	 Tech
a	 22	 16	 55	 47	 0.5025
7	 6	 18	 18	 0.9870
25	 18	 63	 53	 0.4132
8	 6	 20	 18	 0.8001
17	 5	 43	 15	 0.0087	 <0.05
17	 4	 43	 12	 0.0023	 <0.05
15	 13	 38	 38	 0.9491
27	 7	 68	 21	 0.0000	 <0.05
15	 7	 38	 21	 0.1158
Note: Respondents are allowed to have more than one choice
Key :
a	 cooperation between
employees
b	 management's
views on
qualification
job stability
d	 information about
firm's situation
e	 - considerate
management
f	 - perceived
responsibility
in the job
g	 work load on job
h	 opportunity for
advancement
i	 Job importance
Responses (%)
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Figure 18. Factors Affecting Job Security
From the results, technical respondents tended to be concerned much more about their
peer-to-peer relationship, job stability and present workload. On the other hand,
managerial respondents would think more broadly and their consideration was for a
long-term sense.
(Ref.: TQM Part III, Question 8, 8.1)
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Finding 19. Over 80% of the responses of the managerial respondents from the ISO
9000 registered companies replied that they enjoyed working in the
current environment, whereas only 31% of the technical respondents from
the non-ISO 9000 registered companies had the same feelings. A large
minority of the respondents (44%) from the non-ISO companies group
felt they were neither enjoyable nor not enjoyable working in the current
environment.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
43	 36
	
15	 0
Choices	 Responses	 Responses (/o)	 p-value
Mgr Tech Mgr Tech
a 9 2 21 6 0.0409 <0.05
b 26 9 60 25 0.0013 <0.05
C 7 16 16 44 0.0056 <0.05
d 1 8 2 22 0.0102 <0.05
e 0 1 0 3 Nil
Key :
a - very enjoyable
b - quite enjoyable
c - neither enjoyable
nor not enjoyable
d - not very enjoyable
e - not at all enjoyable
Figure 19. Degree of Enjoyable Working in Current Environment
Statistical analysis also shows that there are significant differences between these two
groups of respondents on their satisfaction and enjoying working in the current
environment. The vast majority of the managerial respondents from the ISO 9000
registered companies replied that they enjoyed working in the current environment may
be explained because of their senior positions with good salary and proper recognition
of their work and contributions in the companies.
The managerial respondents tended to be more aggressive, while the technical
respondents tended to be rather passive and follow what was being told.
Staff development programs like training and education would help employees to
enhance their skills and knowledge. Proper care from the management would also
promote working morale and co-operation. Proper recognition and awards for
contributions would promote ownership and further contributions from employees.
(Ref.: TQM Part III, Question 8, 8.2)
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Finding 20. Over 95% of the ISO 9000 registered companies provided communication
channels for employees to air their dissatisfaction or any grievances to
management, whereas the situation is different for non-ISO registered
companies, with slightly less than 70% of the companies having the proper
channels.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
42 36	 16
Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
40 25	 95 69	 0.0038 <0.05
2 11	 5 31	 0.0038 <0.05
18 7	 45 28	 0.1758
7 6	 18 24	 0.5313
31 15	 78 60	 0.1354
27 3	 68 12	 0.0000 <0.05
4 1	 10 4	 0.3408
Key :
yes - provide channel for
employee complains
or enquiries
no - no channel
a - personnel department
b - complain box
c - through supervisors
d - through meetings
e - others
Figure 20. Channels for Employee Grievances
The survey indicates that most companies did provide proper channels for employees making
complaints and grievances to management, especially the ISO 9000 registered companies.
Statistical analysis also reveals that there is significant difference between these two groups of
companies on the provision of proper communication channels for making grievances.
However, the communication channels used were still traditional and passive. The Chinese
tend to talk to their superiors about their complaints and grievances first, instead of making
them public. They tend to listen to their superiors' advice and respect them. Therefore,
making complaints through their supervisors is not uncommon in Chinese society.
Managerial respondents replied that making complaints through meetings was quite normal. In
doing so, they were seen to be open in policy and readily accept comments and suggestions
from their staff. However, most junior staff refused to make complaints openly in meetings
because they think that they would quite embarrass the management and therefore it was
improper to do so. It is, therefore recommended to provide more channels for employees
making their views known to management, in particular grievances. To a certain extent,
quality circles making use of the opportunities for all employees making suggestions are useful
and constructive as well.
(Ref.: TQM Part III, Question 8,8.3)
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3.9 Barriers between departments
Finding 21. Communication (52% ISO, 31% non-ISO), motivation (21% ISO, 42%
non-ISO), poor relationship (45% ISO, 25% non-ISO) and different
management style (38% ISO, 25% non-ISO) were the main factors
causing restrictions and barriers among departments. All these problems
could be summarised as personnel management, which greatly depended
on the cultures and working practices.
Total Responses	 No Response
Mgr
	 Tech
	
Mgr	 Tech
42	 36	 16 0
Choices Responses
s	 Mgr
	 Tech
Responses (%)
s	 Mgr	 Tech
p-value
a	 19 9	 45 25	 0.0646
b	 16 9	 38 25	 0.2219
C	 22 11	 52 31	 0.052'1
d	 9 15	 21 42	 0.0545
C	 5 7	 12 19	 0.3641
f	 10 11	 24 31	 0.5094
g	 2 1	 5 3	 0.6547
h	 2 2	 5 6	 0.8761
i	 1 0	 2 0	 Nil
Key :
a - personality conflicts
b - management style
C - communication
d - lack of motivation
e - participation
f - closed mind
g - caste system
h - not respecting others
individual identity
i	 others
Figure 21. Factors in Causing Restrictions & Barriers among Departments
From the results, it was indicated that the most important factors causing restrictions
and barriers among departments were communication, motivation, poor relationships
and different management styles.
These barriers exist because of poor communication, ignorance of the organisation's
mission, competition, and fear and personal jealousies.
(Ref.: TQM Part III, Question 9, 9.1)
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3.10 Slogans and targets
Finding 22. Different from the Western culture or Japanese style, slogans for quality
improvement were not commonly used among the Chinese and these
could be indicated in over 50% responses.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
43	 36	 15	 0
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
yes	 20	 11	 47	 31	 0.1518
no	 23	 25	 53	 69	 0.1518
Figure 22. Using Slogans to Encourage Employees Participating in Quality Improvement
Most organisations did not promote the use of slogans of quality management to
encourage employees participating in quality improvement program.
On the other hand, some of the most commonly used slogans in the respondents'
companies were:
• Good quality,
• Reliability is our priority,
• Progress towards perfection,
• Zero defects, customer total satisfaction,
• Quality is all,
• Quality first,
• Right first time, right every time,
• 6o- specification,
• Japanese 5S,
• Reach ISO 9000 standard,
• Increase reliability,
• Decrease complaint,
• Better and faster services
(Ref.: TQM Part III, Question 10, 10.1)
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Finding 23. 55% of the ISO 9000 registered companies had set targets for quality
improvement, while only 26% of the non-ISO 9000 registered companies
had done that.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
42	 35	 16	 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
yes	 23	 9	 55	 26	 0.0096	 <0.05
no	 19	 26	 45	 74	 0.0096	 <0.05
Key : Responses (1)/0)
yes - target is set
no	 - no target
100
50
40
30
20
10
90	 	
80	 	
70	 	
60	 	
— -
— - - -
— - - -
— -
— -
_ _ _
0 Mg
O Tech
Choices
.f.•;:"/"
•,•••
/./.0.4fx:
/
0
yes	 no
Figure 23. Setting Target for Quality Improvement
The survey result revealed that most of the companies had not set targets for quality
improvement, especially those companies without ISO 9000 certification.
For those companies that replied, some of their targets were meeting customer
requirements, outgoing quality maintained at 99.5% or above. These targets are
supposed to be long term rather than short term.
(Ref: TQM Part III, Question 10, 10.2)
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3.11 Goals for management
Finding 24. Goals were set to direct employees to fulfil quality improvement
programs in 57% of the ISO 9000 registered companies and a few of
non-ISO 9000 registered companies (27%).
Total Responses
Mgr
	 Tech
No Response
Mgr
	 Tech
42	 33	 16	 3
Choices Responses
Mgr
	
Tech
Responses (%)
Mgr
	
Tech
p-value
yes
	 24	 9	 57	 27	 0.0092	 <0.05
no	 18	 24	 43	 73	 0.0092	 <0.05
a (if no)	 10	 7	 56	 29	 0.0886
b (if no)	 7	 16	 39	 67	 0.0766
c (if no)	 1	 1	 6	 4	 0.8392
Key :
yes - goal is set
no - no goal
a - not planned
b - planning
c - planned
Figure 24. Setting Goal to Direct Employees to Fulfil
Qualify Improvement Program
Similar to Finding 23, it was surprises that only about half of the ISO 9000 registered
companies had goals defined to direct employees to fulfil the quality improvement
program. It is expected the goals for the non-ISO 9000 registered companies would
be even less defined. The defined goals were found to be zero defect, high efficiency
& productivity, and high quality.
The large portion of undefined goals would be most likely due to the communication
problems; employees were unclear about their goals.
(Ref: TQM Part III, Question 11, 11.1)
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Finding 25. 56% and 34% responses of ISO 9000 and non-ISO 9000 registered
companies agreed that goals should be set for key results such as
customers' satisfaction and quality rather than goals for activities in
minimising production costs.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
43	 35	 15	 1
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 2	 2	 5	 6	 0.8350
b	 4	 12	 9	 34	 0.0095	 <0.05
c	 13	 9	 30	 26	 0.6641
d	 18	 12	 42	 34	 0.5004
e	 6	 0	 14	 0	 Nil
Key :
a	 - vet), disagree
b	 - quite disagree
c	 - neither disagree
Responses (%)
100
90	 	
80	 	
o Mg-
E3 Tech
nor agree 70	 	
d	 quite agree
e	 very agree 60	 	
50	 	
40	 	
777 	30	 	 g
20	 	
10	 	
Choices0
a
Figure 25. Defining Goal for Customer Satisfaction & Quality
Most managerial respondents were agreed that customer satisfaction and quality
should be the key results of the goals developed. However, the technical respondents
were different, some agreed and some disagreed.
These results indicated that different groups of people had different concerns.
(Ref.: TQM Part III, Question 11, 11.2)
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3.12 Pride in workmanship
Finding 26. Performance of employees was the major consideration in advancing
salary in 68% of ISO 9000 registered companies, but the same responses
could only find in 44% non-ISO 9000 registered companies.
Total Responses
Mgr	 Tech
No Response
Mgr
	 Tech
40	 32	 18	 4
Choices Responses
Mgr
	
Tech
Responses (%)
Mgr	 Tech
p-value
a	 2	 4	 5	 13	 0.2814
0	 12	 0	 38	 Nil
27	 14	 68	 44	 0.0438	 <0.05
11	 2	 28	 6	 0.0136	 <0.05
Note: Respondents are allowed to have only one choice
Key :
a	 - paid for quantity
of production
b	 - paid for quality
of production
c - paid for performance
of employees
d	 - others
Responses (%)
104
10
90	 	
80	 	
70	 	
60	 	
50	 	
40	 	
30	 	
20	 	
— -
;04
1264r
Tech
Choices
a
Figure 26. Criteria for Advancing Salary
Owing to the job nature or companies' policy, managerial respondents replied that the
pay system was depending on the performance. The technical respondents' pay system
was depending on the performance or the production quality.
No matter which pay systems were used, these systems could enhance the participation
of employees in processes and improve their working performance.
(Ref: TQM Part III, Question 12, 12.1)
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Finding 27. 44% of the managerial responses and 30% of the technical responses
reported that salary was an important factor in affecting job satisfaction.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
32	 33	 26	 3
Choices Responses
Mgr	 Tech
Responses (%)
Mgr	 Tech
p-value
a	 14	 10	 44	 30	 0.2684
10	 5	 31	 15	 0.1274
3	 9	 9	 27	 0.0636
5	 7	 16	 21	 0.5687
0	 2	 0	 6	 Nil
Key :
a	 -salary
b	 - importance of job
c	 - feedback from job
d	 - presents challenge
e	 - others
Responses (%)
100
40
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_
62101.
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Choices0
a
Figure 27. Factors in Affecting Job Satisfaction
Apart from job security and leadership style, salary was most likely be the great
influence on the job satisfaction.
(Ref.: TQM Part III, Question 12, 12.2)
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Finding 28. After implementing a quality system, over 45% of the responses realised
that there was an increase of responsibility of employees.
Total Responses
Mgr
	 Tech
No Response
Mgr	 Tech
37	 33	 21	 3
Choices Responses Responses (%) p-value
Mgr
	
Tech Mgr	 Tech
a	 1	 3	 3	 9	 0.2725
8	 9	 22	 27	 0.5885
14	 9	 38	 27	 0.3547
17	 20	 46	 61	 0.2259
3	 5	 8	 15	 0.3624
2	 0	 5	 0	 Nil
Key :
a	 increase job security
b	 increase personal
effectiveness
c	 increase autonomy in
how to do the job
d - increase responsibility
e - increase pride in
workmanship
f - others
Figure 28. Changes in Employees' Behaviour after
Implementing Quality Management
Both groups of respondents replied that there was an increase in responsibility after
implementing a quality system.
This implied that responsibility was delegated from the top down to the employees at
operated levels. Then, employees had more control and would be more concerned
about their work.
(Ref: TQM Part III, Question 12, 12.3)
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3.13 Management transformation
Finding 29. Over 80% of the ISO 9000 registered companies claimed that they were
ready to commit to years of support for quality system implementation,
on the other hand, there were only about 60% of the non-ISO 9000
registered companies were ready for years of support.
Total Responses
Mgr	 Tech
No Response
Mgr	 Tech
42	 34	 16	 2
Choices Responses
Mgr
	 Tech
Responses (%)
Mgr
	
Tech
p-value
yes	 34	 20	 81	 59	 0.0347	 <0.05
no	 8	 14	 19	 41	 0.0347	 <0.05
Figure 29. Ready for Years of Support for
Quality System Implementation
As companies had implemented ISO 9000, they should have prepared for years of
support. However, still some proportion of companies were not ready for the support.
This situation was of course more severe in the non-registered group.
Statistical analysis also shows that there is significant difference between these two
groups of companies on their commitment for quality system implementation.
(Ref.: TQM Part III, Question 13, 13.1)
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Figure 30. Employees Understand the Essential to have
Management Changes and the Way in Understanding
Appendix D Survey on TQM Implementation in Hong Kong
Finding 30. Over 70% of the ISO 9000 registered companies had their employees
understande that it is essential to have management changes, while about
40% of the non-ISO 9000 registered companies had the same
understanding.
Total Responses	 No Response
Mgr	 Tech
	
Mgr	 Tech
41	 36
	
17	 0
Choices	 Responses	 Responses (%)	 p-value
Mgr Tech Mgr Tech
29
12
16
19
15
12
1
14
22
6
8
6
2
0
71
29
55
66
52
41
3
39
61
43
57
43
14
0
0.0046
0.0046
0.3516
0.4432
0A721
0.0604
Nil
<0.05
<0. 05
Key :
yes employee understand
the essential to have
management changes
no	 not understand
a	 through long-term
management
through seminars
and talks
through guidelines
and education
through defined
long-term goals
and targets
e - others
In general, communication and training would be better in those registered ISO 9000
companies than those not registered. Therefore, more employees are found to
understand the reasons for management changes in the ISO 9000 registered
companies. Moreover, both groups of respondents reported that the understanding
was from seminars and talks.
Statistical analysis also shows that there is significant difference between these two
groups of companies on having management change and their way of thinking.
(Ref.: TQM Part III, Question 13, 13.2)
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Survey on TOM Implementation in Hone Kong
************ ************ ******* ************************* ***************** * ****************************
Total Quality Management System
Part III	 Questions on TQM Concept
******************************************************************************************************
c) neither important nor unimportant	 U
Part III - Questions on TQM Concept 	 d) quite unimportant 	 U
e) very unimportant 	 U
1. Constancy of purpose for Improvement of
Quality
2. Adopt New Management Philosophy
Establishing and practising constancy of purpose
in an organisation can success concerning quality,
profitability and long-term survival. If we do not
invest for the future in product and process
development, we would have large problems in
the long run.
1.1 How does your organisation
customers' feedback? Please V
appropriate.
a) marketing research
b) customer surveys
c) customer complaints
d) sales report data
e) sales data
f) not measuring
g) other (specify) 	
1.2 What is the attitude of your employees in
accepting new knowledge e.g. new trend in
quality improvement? Please V one where
appropriate.
a) very dislike	 CI
b) quite dislike	 CI
c) neither dislike nor like	 CI
d) quite like	 U
e) very like	 CI
1.3 Has	 your	 organisation	 established
benchmarlcing	 relationships	 to	 other
companies? Please V one where appropriate.
Yes CI	 No	 CI
If YES, how important is benchmarlcing to
your company? Please V one where
appropriate.
a) very important	 CI
b) quite important	 CI
Nowadays, we should think quality in a new way
and change to a concept built on systematic
planning, problem prevention and continuous
improvement of all processes. We should adopt
this new management philosophy because it
builds up a system for continuous improvement
in an organisation.
2.1 In your organisation, does top management
have a vision of where the organisation should
go? Please V one where appropriate.
Yes 0
	 No	 CI
2.2 In your organisation's management, is quality
planning and quality management regarded as
the most important elements? Please V one
where appropriate:
Yes	 0	 No 0
If NO, what is the most important element in
your organisation's management?
2.3 Was there a change in management attitude in
your organisation after the implementing
TQM? Please V one where appropriate.
Yes 0	 No 0
If YES, in what way? And what was the
impact on the employees?
Page 33
Appendix D
	 Survey on TQM Implementation in Hong Kong
3. Under the Purpose of Inspection
We should eliminate the need for 100 %
inspection and should build quality into the
processes of production without inspecting the
end product.
3.1 To what extent is top management involved to
identify and support everyone in problem
solving? Please one where appropriate.
a) not at all involved
b) not very involved
c) neither involved nor not involved
d) quite involved
e) very involved
4. Relationship between Organisation and
Suppliers
Choosing the supplier is part of the quality
improvement process. To secure an efficient
feedback to the supplier's improvement work,
strong and good relations must be established
between supplier and organisation. We should
have as few suppliers as possible and this can
develop close co-operation between customer and
supplier.
4.1 On what criteria is your organisation based in
choosing suppliers? Please V as many as
appropriate.
a) price
b) company image
c) previously relationship
d) products'/services' quality
e) others (specify)	
4.2 Does your organisation have an established
partnership with key suppliers? Please one
where appropriate.
Yes U	 No
4.3 Are customers' expectation and satisfaction
translated into supplier requirements in your
organisation? Please V one where appropriate.
Yes ID	 No
5. Continuous Improvement of Every
Processes
altered customer preferences continuously, so
that the quality of products/services can be
constantly improved.
5.1 Has the measurement of customer satisfaction
been included in your organisation's strategic
planning? Please V one where appropriate.
Yes Li	 No
If YES, how important is this measurement to
planning? Please one where appropriate.
a) very important	 1:1
b) quite important
c) neither important nor unimportant 	 la
d) quite unimportant
e) very unimportant
6.	 Training and Education
Owing to today's rapidly changing world,
education should be prepared to face such
changing situations. Also training on the job
should be needed to enhance employees'
proficiency.
6.1 Has your organisation organised TQM training
program for employees? Please V one where
appropriate:
Yes Li	 No
If YES, who conducted this training program?
Please V as many as appropriate:
a) company personnel
b) external consultants
c) top management staff
d) academic institutions
e) other (specify) 	
6.2 In your organisation, what sort of employees
received the training courses? Please as
many as appropriate:
a) top management
b) middle management
c) first line supervisors
d) quality staff
e) marketing/sales staff
0 administrative staff
g) operators/workers
h) others (specify) 	
6.3 In your organisation, what aspects of quality
Every production process (for both good and 	 system training have been conducted? Please
services) should be continuously updated and	 V as many as appropriate:
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a) TQM and marketing
b) quality costs of TQM	 ,
c) top management leadership in TQM
d) definition of quality
e) quality circles
statistical process control 	 CI
employee involvement in TQM
h) problem solving tools e.g. control charts CI
i) ISO 9000 guidelines and criteria
quality systems auditing
k) reliability in quality control	 LI
1) others (specify)	
7.	 Leadership
Management's task is to understand the needs
and expectations of their customers and find
methods for process improvement. 	 Also it
supports employees in their leadership
development and helps them to do a better job so
as to achieve quality improvement.
7.1 Which of the following describes the
leadership style in your organisation? Please
one that can apply in your organisation.
a) team building	 0
b) authoritarian
c) participatory
d) servant leader
e) others (specify)	
7.2 To what extent does top management set an
example to encourage employees to participate
in continuous improvement? Please V one
where appropriate:
a) not at all involved
b) not very involved	 CI
c) neither involved nor not involved 	 01
d) quite involved
e) very involved
7.3 Can your organisation trust the employees to
have their ownership of work? Please one
where appropriate.
Yes CI	 No	 01
8.	 Job Satisfaction
If employees feel insecure, they are afraid of
asking questions, or are afraid of innovation and
change. They will never do a good job.
Therefore, an organisation should improve the
working environment continuously to improve
the job satisfaction of employees so that well-
performed job can be done.
8.1 What factors affect the job security of the
employees in your organisations? Please as
many as appropriate.
a) co-operation between employees
b) management's professional qualifications
c) job stability	 Li
d) information about firm's situation
e) considerate management 	 LI
perceived responsibility in the job
work load on job	 Li
h) opportunity for advancement 	 LI
i) importance of job	 LI
8.2 How enjoyable do you work in your
organisation's environment? Please one
where appropriate.
a) very enjoyable
b) quite enjoyable
c) neither enjoyable nor not enjoyable	 CI
d) not very enjoyable
e) not at all enjoyable
8.3 If your employees have any complains or
questions; does your company provide any
channel for them?
Yes 0	 No
If YES, please as appropriate:
a) Personnel department
b) Complaining box
c) Through their supervisors
d) Through meeting/conferences
e) Others:
9.	 Barnesi between Departments
Many of today's quality defects are a result of a
lack of communications between different
departments and because employees have not
properly identified their internal customers well
enough. Hence, employees must work together to
deal with quality problems and achieve better
quality of products/services.
9.1 Which of the following factors is the most
important factor that caused the restrictions
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and barriers between departments? Please Vt
one where appropriate.
a) personality conflicts
b) management style
c) communication
d) lack of motivation
e) participation
f) closed mind
g) caste system
h) not respecting others individual identity CI
i) other (specify) 	
10.	 Slogans and Targets
Slogans, targets and campaigns aimed at
influencing employees' efficiency, may have an
effect for a short period, but these do not tend to
yield lasting results. This may be due to the fact
that the weaknesses which the campaigns aim to
improve are attributable to the system and not to
the employees.
10.1 Has your organisation promoted some slogans
of quality management (e.g. zero defects, right
first time) to encourage the employees
participate in quality improvement? Please V
one where appropriate.
Yes	 1:11	 No
If YES, what slogans have been used, please
write one of them which used frequently.
10.2 Has your organisation set a target for quality
improvement and enforced the target? Please
Vt one where appropriate.
Yes U	 No
If YES, what target has been set in your
organisation?
11. Goals for Management
It is wrong to set targets and goals in an
organisation. If the organisation concern with
making employees reach goals i.e. only focusing
on outcome and not on processes, this may limit
the employees' opportunities to improve and
create morale.
11.1 For the management system in your
organisation, has it set goals to direct
employees to fulfil the quality improvement
programs? Please V one where appropriate.
Yes U
	 No
If YES, what goals have been set? And have
these goals achieved the positive result e.g.
improve productivity?
If NO, has your organisation planned to set
goals for management? Please Vt one where
appropriate.
a) not planned
b) planning
c) planned
11.2 Do you agree that an organisation should
develop goals for key results such as customer
satisfaction and quality rather than goals for
activities such as minimising production
costs? Please V one where appropriate.
a) very disagree
b) quite disagree
c) neither disagree nor agree
d) quite agree
e.) very aglee
12. Pride in Workmanship
It is difficult to feel occupational pride if
employees do not know what a good job is, if
employees cannot influence their work situation.
So, the organisation should create a work
situation which is positive and which encourages
initiative for continuous improvement and
development.
12.1 What kind of wage system is currently used in
your organisation? Please one where
appropriate.
a) paid for quantity of production
b) paid for quality of production
c) paid for performance of employees
d) others (specify)	
12.2 Apart from job security and leadership style,
what factor most likely has affected job
satisfaction? Please one where appropriate.
a) salary	 0
b) importance of job
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c) feedback from job itself
d) presents a challenge
e) other (specify)	
12.3 After implementing quality system e.g. TQM,
what aspects of behaviour of employees have
changed in your organisation? Please one
where appropriate.
a) increase job security
b) increase personal effectiveness
c) increase autonomy in how to do the job U
d) increase responsibility
e) increase pride in workmanship
f) others (specify)
	
13. Management Transformation
Management transformation should be
undergone in an organisation to create an
organisation favourable to work on quality
improvement, an organisation where all involved
feel responsible and motivated in their work on
continuous improvement of all processes.
13.1 Is your organisation ready to commit years of
support, funding and resources for the effort of
implementing quality management systems?
Please V one where appropriate.
Yes U	 No
13.2 Does everyone in your organisation
understand such management change is
essential? Please one where appropriate.
Yes U	 No	 CI
If YES, how can he/she obtain information to
understand such changes? Please as many
as appropriate.
a) through
	
long-term	 management
objectives
b) through seminars and talks
e)	 through guidelines and education
d) through defined long-term targets and
goals
e) other (specify) 	
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Survey on Business Management Strategies Using Confucius Philosophy
Content	 Pages
1.	 Introduction	 1
2.	 The Analects of Confucius used as Total Quality Management Strategies 	 1
3. Survey Responses and summary	 2
a) Cultivation of Individual Behaviours	 6
1. Learn: Study for the purpose of application
2. Trust: Keep a promise
3. Moral Conduct: Be of noble character and high prestige
4. Wisdom: Make a sensible selection
5. Word and deeds: Suit the action to the word
b) Cultivation of Professional Ethics 	 7
6. Benevolence: Be benevolent and see benevolence
7. Righteousness: Speak out sternly from a sense of justice
8. Courtesy: Treat people with due respect
9. Question: Do not feel ashamed to ask and learn
10. Forgive: Forgive someone
c) Regulate and Harmonise a Family	 8
11. Filial Piety: Show filial obedience
12. Sincerity: Express earnestly and sincerely
13. Thrift: Be economical of one's money
14. Reception: Reception and Hospitality
15. Respect: Respect senior generation and eldest
d) Manage the State	 9
16. Govern: Rule the state well, give people peace and security
17. Communication: Good communication between senior and junior
18. Loyal: Be loyal and devoted to work
19. Team Effort: Plan and work jointly and co-operatively
20. Reward and punishment: Proper incentives and punishment
e) Rule the Whole Country and Bring Peace to the World	 10
21. Integrity: With integrity even under severe and desperate conditions
22. Honest and Clean: Be honest and clean in performing duties
23. Observe Regulation: Observe rules and regulations
24. Proper title: Be perfectly justifiable
4.	 Survey on Business Management & Strategies using Confucius Philosophy 11
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1. Introduction
This report investigates the impact and influence of Confucius philosophy in quality
management strategies in Hong Kong. A survey was conducted to explore the
usefulness of Confucius teachings in Hong Kong based companies under the Western
TQM concepts.
The Confucius of whom to be discussed here refers to The Analects of Confucius. It is
a collection of the 'selected sayings' of the Master and was compiled by his disciples
after his death. The Analects have twenty books and came from different sources, on
different dates. There are many authors wrote articles and books on The Analects of
Confucius outlining the key principles of Confucian teaching.
2. The Analects of Confucius used as Total Quality Management Strategies
As presented in Chapter 5, Confucius suggested that there are five relationships
between people. These relationships are based on mutual, complementary obligations.
The senior should take care of the junior and the younger should respect the older. As
an individual, one should try to cultivate individual behaviour and ethics. Being the
elder or senior member in the family, he or she should maintain harmony in the family.
Harmony would give people dignity, respect and prestige. The family chief looked
after the families' members, and protected them. All family members \Nett expected to
be loyal to the family, respect the senior and eldest and take care of those who are
junior and younger in the family.
Confucius philosophies have been so deeply ingrained in the Chinese people's mind that
they formed the major ingredients of the Chinese culture. The principles of Confucius
philosophies can be adopted and mapped into the business environment:
Confucian Philosophies
Cultivate one's behaviours
Cultivate one's ethics
Regulate and harmonise one's family
Manage the state
Rule the whole country
Business Environment
Cultivate one's behaviours in business
Cultivate one's professional ethics
Manage a section or department in
an organisation
Manage the organisation
Manage a corporation, multi-national
corporation
Researchers in the process of implementation of TQM in various organisations reported
that one of the major barriers to overcome is to change the quality concept of the
people and culture of the organisation. The TQM concepts based on the Western
gurus' thinking might not be totally acceptable to some organisations from the East
Asian countries having an entire different historical background, history of economic
development and economic structure that are significantly different from the West.
There is no reason why these countries while adopting TQM philosophies as the
Western science cannot change and modify in some way retaining their underlying
traditions or cultures.
Quality systems have been implemented in Hong Kong for many years and recently it
seems to be a global trend. While adopting TQM philosophies from the West, would
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The chart shows Distribution of Business Nature of Respondents
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Hong Kong keep the Chinese cultures and traditions into consideration thereby
increase the business competitiveness?
Under the TQM philosophy and the Analects of Confucius, a questionnaire on quality
management strategies was devised and a survey was conducted in Hong Kong.
Further research into the Analects of Confucius identifies twenty-four behaviours and
ethics relating the Confucius philosophies to quality management environment.
Respondents were required to rank the level of importance of those selected criteria
from the Analects of Confucius on quality management strategies. The designed
questionnaires were targeted at various kind of industrial sectors so a representative
result on quality management strategies merging with the Western TQM philosophy in
Hong Kong could be obtained.
3. Survey Responses and summary
The Table and Figure show that various industrial sectors were included in the survey.
The Table shows Distribution of Business Nature of Respondents
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To identify the two groups of responses, the reporting results were labelled by "Mgr"
and "Tech" for managerial and technical responses respectively.
General speaking, the findings obtained from the survey indicated that both manager
and technical groups agreed quite well that The Analects of Confucius contribute well
to overall quality management strategies in Hong Kong business environment.
Total Responses	 No Response
Mgr
	 Tech
	
Mgr	 Tech
96	 66	 24	 4
Criteria
English
Criteria
Chinese
Mean
Mgr	 Tech
p-value
A.	 Cultivation of Individual Behaviours "X'u Shen"
Learn Xue 3.80 3.65 0.4035
Trust Xin 4.19 3.82 0.0447 <0.05
Moral conduct De 3.56 341.. 0.3692
Wisdom Zhi 3.73 I 3.58 0.3632 
Words & deeds Yang Xing 3.91 3.52 0.0256 <0.05
B.	 Cultivation of Professional Ethics "Yang Xing" in an Organisation
Benevolence Ren 3.21 2.95 0.1152
Righteousness Yi 2.88 2.86 0.9431
Courtesy Li 3.63 3.50 0.4634
Question Chi 3.41 3.24 0.3207
Forgive Shu 3.32 3.29 0.8359
C. Manage a Section or Department "Qi Ira"
Filial Piety Xiao 2.96 3.33 0.0555
Sincerity Cheng 3.76 3.26 0.0041 <0.05
Thrift Jian 3.21 3.15 0.7126
Reception Fu Zi 3.32 3.06 0.0499 <0.05
Respect Ji 2.78 2.89 0.4988
D. Manage an Organisation "Chi Guo"
Govern Zhi 3.71 3.48 0.2290
Communication Jun Chen 4.07 3.68 0.0346 <0.05
Loyal Zhong 3.65 3.21 0.0188 <0.05
Team effort Ce 3.91 3.59 0.0872
Reward & punishment Lu 3.46 3.61 0.3637
E.	 Manage and Operate a Multi-national Corporation "Ping Tian Xia"
Integrity Jie 3.07 3.14 0.6631
Honest & clean Lian 3.64 3.62 0.9394
Observe regulation Lu Zheng 3.73 3.70 0.8590
Proper title Zheng Ming 3.44 3.35 0.6180
Mean Value is defined by 5 levels of importance-
] is the least importance, and 5 is the most importance
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Figure Al. Importance on the "Cultivation of Individual Behaviours"
Figure Bl. Expected Importance of the "Cultivation of Professional Ethics"
Figure Cl. Expected Importance of the "Regulating and Harmonising a Family"
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Figure Dl. Expected Importance of the "Managing the State"
Figure El. Expected Importance of the "Ruling the Whole Country and
Bringing Peace to the World'
In general, both survey responses of Mgr. and Tech. reported that the selected 24
elements from the Analects of Confucius were quite useful in the business
environment.
Detailed discussions and comparisons are provided in the followings.
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(i) Detailed comparison between Mgr. and Tech. on the findings A "Cultivation of
Individual Behaviours" in the Analects of Confucius.
Criteria	 Level of
	
Responses	 Responses (%)	 p-value
Importance Mgr	 Tech
	
Mgr	 Tech
Learn	 1
	
6
2
	
7
3
	
15
4
	
40
5	 28
Trust	 1	 6
2	 3
3	 8
4	 29
5	 50
Moral Conduct
	
1	 7
2	 8
3	 26
4	 34
5	 21
Wisdom	 1	 3
2	 3
3	 35
4	 31
5	 24
Words & Deeds
	
1	 2
2
	
10
3
	
14
4
	
39
5	 31
3	 6	 5	 0.6441
7	 7	 11	 0.4638
17	 16	 26	 0.1128
22	 42	 33	 0.2865
17	 29	 26	 0.6366 
4	 6	 6	 0.9611
5	 3	 8	 0.2363
12	 8	 18	 0.0794
23	 30	 35	 0.5371
22	 52	 33	 0.0182 <0.05
3	 7	 5	 0.4785
7	 8	 11	 0.6264
21	 27	 32	 0.5171
30	 35	 45	 0.2014
5	 22	 8	 0.0085 <0.05
3	 3	 5	 0.6406
9	 3	 14	 0.0252 <0.05
18	 36	 27	 0.2233
19	 32	 29	 0.6377
17	 25	 26	 0.9139
3	 2	 5	 0.4090
7	 10	 11	 0.9694
18	 15	 27	 0.0571
24	 41	 36	 0.5873
13	 32	 20	 0.0774
5 levels of importance: I is the least importance, and 5 is the most importance
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Figure A2. Importance of the "Cultivation of Individual Behaviours"
Page 6
Appendix E
	 Survey on Business Management Strategies using Confucius Philosophy
(ii) Detailed comparison between Mgr. and Tech. on the findings B "Cultivation of
Professional Ethics" in the Analects of Confucius.
Criteria Level of Responses Responses CVO p-value
Importance Mgr	 Tech Mgr	 Tech
Benevolence	 1	 5	 2	 5	 3	 0.4858
2	 17	 17	 18	 26	 0.2189
3	 37	 28	 39	 42	 0.6229
4	 27	 15	 28	 23	 0.4442
5	 10	 3	 10	 5	 0.1503
Righteousness	 1	 8	 2	 8	 3	 0.1366
2	 26	 21	 27	 32	 0.5171
3	 37	 26	 39	 39	 0.9136
4	 20	 13	 21	 20	 0.8610
5	 5	 3	 5	 5	 0.8494
Courtesy	 1	 7	 1	 7	 2	 0.0617
2	 7	 8	 7	 12	 0.3212
3	 24	 23	 25	 35	 0.1768
4	 35	 25	 36	 38	 0.8552
5	 23	 9	 24	 14	 0.1062
Question	 1	 5	 0	 5	 0	 Nil
2	 10	 14	 10	 21	 0.0728
3	 36	 26	 38	 39	 0.8089
4	 31	 17	 32	 26	 0.3740
5	 14	 8	 15	 12	 0.6555
Forgive	 1	 7	 2	 7	 3	 0.2134
2	 12	 12	 13	 18	 0.3202
3	 34	 24	 35	 36	 0.9024
4	 29	 21	 30	 32	 0.8288
5	 14	 7	 15	 11	 0.4621
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Figure B2. Importance of the "Cultivation of Professional Ethics"
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(iii) Detailed comparison between Mgr. and Tech. on the findings C "Manage a
Section or Department" in the Analects of Confucius
Criteria Level of Responses Responses CYO p-value
Importance Mgr	 Tech Mgr	 Tech
Filial Piety	 1	 11	 5	 11	 8	 0.4189
2	 18	 9	 19	 14	 0.3940
3	 33	 17	 34	 26	 0.2460
4	 22	 24	 23	 36	 0.0628
5	 10	 10	 10	 15	 0.3712
Sincerity	 1	 3	 1	 3	 2	 0.4927
2	 8	 10	 8	 15	 0.1987
3	 18	 24	 19	 36	 0.0118	 <0.05
4	 42	 23	 44	 35	 0.2588
5	 24	 6	 25	 9	 0.0059	 <0.05
Thrift	 1	 5	 2	 5	 3	 0.4858
2	 17	 13	 18	 20	 0.7507
3	 34	 28	 35	 42	 0.3704
4	 33	 19	 34	 29	 0.4573
5	 7	 4	 7	 6	 0.7614
Reception
	
1	 4	 1	 4	 2	 0.2999
2	 12	 11	 13	 17	 0.4584
3	 39	 38	 41	 58	 0.0339	 <0.05
4	 31	 15	 32	 23	 0.1869
5	 10	 1	 10	 2	 0.0117	 <0.05
Respect	 1	 15	 4	 16	 6	 0.0461	 <0.05
2	 26	 19	 27	 29	 0.8133
3	 28	 24	 29	 36	 0.3381
4	 19	 18	 20	 27	 0.2679
5	 8	 1	 8	 2	 0.0357	 <0.05
5 levels of importance: I is the least importance, and 5 is the most importance
Responses (%)
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Figure C2. Importance on the "Regulating and Harmonising a Family"
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(iv) Detailed comparison between Mgr. and Tech. on the findings D "Manage an
Organisation" in the Analects of Confucius
Criteria	 Level of
	
Responses	 Responses (/o)	 p-value
Importance Mgr	 Tech
	
Mgr	 Tech
Govern	 1
	 5	 1	 5
2
	
7	 15
	
7
3
	
24	 15
	
25
4
	
30	 21
	
31
5
	
29	 14
	
30
Communication	 1	 6	 2
	
6
2	 6	 7
	
6
3	 6	 13
	 6
4	 35	 27
	
36
5	 43	 16
	
45
Loyal	 1	 6	 2
	
6
2	 12	 11
	
13
3	 20	 27
	
21
4	 30	 18
	
31
5	 28	 7
	
29
Team Effort	 1	 5	 4
	 5
2	 9	 2
	
9
3	 17	 25
	
18
4	 24	 21
	
25
5	 41	 14
	
43
Reward &	 1	 8
	
1	 8
Punishment	 2	 7
	
7	 7
3	 36
	
17	 38
4	 23
	
33	 24
5	 22	 8	 23
2	 0.1792
23	 0.0096 <0.05
23	 0.7415
32	 0.9395
21	 0.2050 
3	 0.3262
11	 0.3409
20	 0.0167 <0.05
41	 0.5697
24	 0.0074 <0.05
3	 0.3262
17	 0.4584
41	 0.0055 <0.05
27	 0.5887
11	 0.0024 <0.05
6	 0.8174
3	 0.0858
38	 0.0058 <0.05
32	 0.3442
21	 0.0043 <0.05
2	 0.0357 <0.05
11	 0.4638
26	 0.1190
50	 0.0005 <0.05
12	 0.0699
5 levels of importance: I is the least importance, and 5 is the most importance
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Figure D2. Importance on the "Manage the State"
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(v) Detailed comparison between Mgr. and Tech. on the findings, E "Manage and
Operate a Multi-national Corporation" in the Analects of Confucius
Criteria Level of
Importance
Responses
Mgr Tech
Responses (/0)
Mgr	 Tech
p-value
Honest &	 1	 6
Clean	 2	 11
3	 23
4	 28
5	 28
Observe	 1	 6
Regulation	 2	 9
3	 22
4	 27
5	 32
Proper	 1	 4
Title	 2	 18
3	 26
4	 28
5	 20
5 levels of importance: 1 is the least importance, and 5 is the most importance
Responses (%)
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Figure E2. Importance on the "Rule the Whole Country and Bring Peace to the
World'
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Survey on the Effect of Chinese Culture on
Quality and Business Management Strategies based on Confucius' Philosophies
Please rank the given criteria according to their order of importance.
Key of Ranking:
"1" is regarded as not important
"2" is regarded as below average important
"3" is regarded as average important
"4" is regarded as very important
"5" is regarded as extremely important
Behaviours & Characters	 Best Performance in Business Environment
Cultivation of Individual Behaviours
1. Learn
2. Trust
3. Moral conduct
4. Wisdom
5. Words and deeds
1. Benevolence
2. Righteousness
3. Courtesy
4. Question
5. Forgive
Manage a Section
1. Filial piety
2. Sincerity
3. Thrift
4. Reception
5. Respect
Study for purpose of application
Keep a promise
Be of noble character and high prestige
Make a sensible selection
Suit the action to the word
Be benevolent and see benevolence
Speak out sternly from a sense of justice
Treat people with due respect
Do not feel ashamed to ask and learn
Forgive someone
or Department in an Organisation
Show filial obedience
Express earnestly & sincerely
Be economical with one's money
Reception and Hospitality
Respect senior generation and eldest
1 2 3 4 5
C1C101:1C1
C101:100
OCILICIU
1 2 3 4 5
CILICIOU
CILIC11:10
LIC11:11:10
1 2 3 4 5
C101:11:10
UULIUU
CIOULICI
LICIOCIU
Cultivation of Professional Ethics
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1 Govern
2. Communication
3. Loyal
4. Team effort
5. Reward and punishment
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Manage an Organisation
1. Integrity
2. Honest and clean
3. Observe regulation
4. Proper title
Rule the state well, give people peace
and security
Well communication between senior
and junior
Be loyal and devoted to work
Plan and work jointly and co-operatively
Proper incentives and punishment
Maintain integrity even under severe and
desperate conditions
Be honest and clean in performing duties
Observe rules and regulations
Be perfectly justifiable
1 2 3 4 5
CILICICJO
CILICILICI
CILICILIC1
CICILICICI
L1CIOCICI
1 2 3 4 5
LIC11:10C1
CILICIUU
CILICIOU
ClIZIOCIU
Manage and Operate a Corporation
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The Art of War and The Thirty-six Strategies
Survey on Business Management Strategies Using
The Sun Tzu's The Art of War and The Thirty-six Strategies
Content	 Pages
1. Introduction	 1
2. Research Methodology	 1
3. Survey Responses	 3
3.1 Survey on Business Management Strategies Using The Sun Tzu's
	
4
The Art of War
Strategy 1	 Planning of Strategies, Estimation & Leadership
Strategy 2 Resources & Competitive Actions
Strategy 3	 Competitive Strategy & Wisdom
Strategy 4	 Positioning & Targeting, Strengths & Weaknesses Estimation
Strategy 5	 Opportunity, Timing & Management Structure
Strategy 6	 Control of Market Situations & Climate
Strategy 7 Management of Conflict & Avoid Confrontation
Strategy 8	 Flexibility & Adaptability
Strategy 9 Observing & Manoeuvring
Strategy 10 Competitive Situations and Causes of Failure
Strategy 11 Competitive Conditions & Offensive Strategy, Alliance & Vision
Strategy 12 Destroying & Decision
Strategy 13 Intelligence and Information
3.2 Business Management Strategies Using The Thirty-six Strategies
	
74
Finding 1 Strategy for ensuring win	 (From Si to S6)
Finding 2 Strategy for planning opportunism 	 (From S7 to S12)
Finding 3 Strategy for waging war 	 (From S13 to S18)
Finding 4 Strategy for confusing enemy 	 (From S19 to S24)
Finding 5 Strategy for alliances 	 (From S25 to S30)
Finding 6 Strategy for defeating	 (From S31 to S36)
4. Survey on Business Management Strategies using The Sun Tzu's
	
124
The Art of War and The Thirty-six Strategies
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
The Thirty-six Strategies in Hong Kong Business Environment
1. Introduction
This report investigates the business management strategies under the influence of
Chinese philosophy and culture in Hong Kong. A survey was conducted to
investigate the viewpoints and attitudes of the management in Hong Kong based
companies in Sun Tzu's philosophy and the Thirty-six Strategies. The responses
provide insights to both local and foreign companies in understanding the
corporate strategies and behaviours for the future challenges in Asia Pacific
region.
Sun Tzu was a great warrior in the ancient China and his philosophy became a
bible of war and strategies in China for a great number of years. Nowadays, his
philosophy is becoming one of the major topics to be studied in military schools of
some countries. The strategies and tactics of Sun Tzu's The Art of War can apply
not only in the military area, but also to the management behaviour and business
strategies.
Hong Kong is an international city, however, in the innovation and usage of
technology Hong Kong will basically follow the footsteps of other countries.
Being a Chinese society, most people in Hong Kong are being influenced by
traditional Chinese philosophies and cultures. Because of the long history of
China, general management behaviours in Hong Kong might have been inherent
from their culture. Sun Tzu's philosophy, for example, or some others would help
to provide guidelines in developing a local characteristic business management
strategic system.
2. Questionnaire and Survey Return
Under the Sun Tzu's philosophy and the well known Thirty-six Strategies, a
survey on their implementations in Hong Kong business environment was
conducted. The main objective of the survey was to conduct research and assess
the usefulness and impact of these philosophies and strategies to Hong Kong
situation. Furthermore the effects of the philosophies to management behaviours
and business strategies were to be investigated. The questionnaire was designed
into two main parts:
Part I: Ranking on the levels of importance of the main themes of the 13
Books of the Sun Tzu's The Art of War as Hong Kong business
management strategies
Part II: Ranking on the levels of importance of the 36 Strategies as Hong
Kong business management strategies
The designed questionnaires were targeted at the companies that have a well-
developed and organised management system so a representative result of
management situation in Hong Kong could be obtained. Depending on the main
themes of each of the Sun Tzu's thirteen books, questionnaires were designed and
selected with business management strategies in mind.
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Similar to the surveys for 1509000 quality system and TQM philosophies, all
questionnaires were sent out with return envelope plus postage. The 1S09000
registered list obtained from HKQAA was used initially for 1S09000 and TQM
surveys. Out of 333 questionnaires being sent out, 75 of them returned. All
questionnaires were having identification labels showing the companies' name and
their postal addresses. Since the survey on implementation of Sun Tzu's
philosophies and Thirty-six Strategies requires in depth knowledge and
understanding of company policy and strategies, these 75 companies were used
again sending the questionnaires addressed to senior management. Of these 75
questionnaires, a total of 25 questionnaires were returned. Finally, 23 responses
were identified as valid (31%).
The response rate was encouraging. As it was unexpected, the returns indicated
that they were mainly from senior management. They were either involved in
corporate strategies planning or interested in the use of Sun Tzu's philosophy as
their business management strategies. Some of them showed interest on the
survey and had indicated in their returns that they expected receiving the result
after the survey. From the general ranking of the use of Sun Tzu's philosophy and
the Thirty-six Strategies in business management strategies, the returns
represented that the respondents had a good understanding of the philosophies. It
is therefore confident to believe that these responses from the senior management
present a good picture of usefulness of the Sun Tzu's philosophy in business
management strategies.
Statistical analysis methods were used in assisting survey analysis and reporting.
All the computations were carried out on SAS package from a Pentium PC. The
survey responses are discussed in detail in the following section.
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3. Survey Responses
The following table and figure show that various industrial sectors are included in
the survey. The major industrial sectors responded are electrical & electronic and
service industries.
Nature of Business
	 I Company 
Construction	 9
Electrical & Electronic	 5
Service	 4
Others	 3
No Response	 2 
Table showing Distribution of Business Nature of Respondents
I	 I	 I	 I	 I	 I	 I	 I
I	 1	 I	 I	 I	 I	 I	 I
/Construction 0.5
..4v	 /7"777 Zi/If.—;".17
_
',1	 1	 1	 —	 11	 1	 1	 1	 11	 1	 1	 1
Electrical & Electronic //i## Z
_ I
Service (.., 	
. !A /ZA /
_ 1	 11	 1 1
Others V; '44Y tir 77,/-'AOSSZ<.ale//, ///1,,
I	 I
I	 I
-' I I
No Response //` /27753
.	 .., 4,-,-,	 ....",	 ,..- .4.-
1	 1 •
.
.	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .	 .
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Figure showing Distribution of Business Nature of Respondents
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4. Survey on Business Management Strategies using The Sun Tzu's The
Art of War
Finding I.	 Situation Appraisal
Statements of Book 1
"Situation Appraisal"
Business Management Strategies
"Planning"
1.1 It may be described as one of the most
important affairs to the state.
Understand the actual situation; decide
on the plan of actions.
1.2 We	 should	 analyse	 and	 compare	 the
conditions of an enemy and ourselves,
Analyse	 and	 compare both	 parties'
conditions,	 both	 favourable	 and
unfavourable.
1.3 Any military operation takes deception as its
basic quality,
Business	 is	 very	 much	 related	 to
strategic,	 administrative	 and	 tactics
planning.
1.4 He who plans and prepares carefully will
find himself in a favourable position and win
victory.
Right	 information	 and	 proper
preparation will help business making a
success.
Statements	 I	 Responses	 I	 Mean
1.1 23 3.39
1.2 23 4.43
1.3 23 3.70
1.4 23 4.04
Mean Value is defined by 5 levels ofimportance:
I is the least importance, and 5 is the most importance
These business management strategies for planning based on Sun Tzu's The Art
of War are 3.9 in average which is close to the "very essential" ranking position.
This high ranking implies that Sun Tzu's wisdom in this Book were widely used
and adopted as Chinese business and management strategies in their planning.
To summarise these essential strategies for business and management excellence,
the following points are identified:
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1. Understand the actual situation; decide on the plan of actions. (1.1)
2. Competition is of vital importance to the top management and executive in
business.
3. Appraise plans for competition using five basic factors: they are company
policy (Tao), environment (heaven), place (earth), leadership (general) and
regulations (law). Every executive should make the best use of these five
factors; those who can master them well will success and who do not will fail.
4. Tao refers to the essential purpose, spirit and virtues of an individual or
organisation.
5. Heaven refers to the impact of general business conditions and political culture
on the competitive situation.
6. Earth refers to the way that work being organised and managed.
7. Because leadership comes from the inside of people, it shows the attitudes and
abilities of individuals.
8. Regulation refers to getting facts timely and accurately. It relates to the reality
of the conditions and circumstances in the competitive situation.
9. Analyse and compare both parties' conditions, both favourable and unfavourable.
(1.2)
10. When considering competitive strategy, carefully assess the plans and gather
information and ask the following questions.
11. Which executives practice leadership according to the Sun Tzu's seven
principles?
12. Whose top management has shown the good characters and virtues? Who is
more popular to employees and people? Which executive creates enthusiasm
and co-operation among employees and associates?
13. Whose executive has demonstrated the professional leadership and ability?
14. Who has gained the favourable business climate and seeks the advantageous
opportunity and situation? Which company are more favourable by the
current political climate and economic policies and conditions?
15. Whose company policies, disciplines and regulations are more thoroughly
observed and implemented?
16. Whose employees are more competent to their works and stronger?
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17. Which company has the better-trained staff?
18. Whose rewards and punishments are fairer, clearer and properly acknowledged
by the employees? Which executive and company do reward merits,
encourage staff development and personal growth?
19. The top management should take the advice and use the right person for the
job.
20. Business is very much related to strategic, administrative and tactics planning. (1.3)
21. An executive must create plans for competitive actions, which allow the
executive to leverage the strengths of the individuals as well as the company in
the marketplace.
22. Sun Tzu's philosophy on military operation takes deception as its basic
quality. However in business and management, all competitive advantages are
based on effective execution of plans. Continuously seeking new methods,
new approaches and new market segments would help to innovate new ideas
that maintain the leading position in the marketplace and demonstrate the
ability to adapt changes.
23. In circumstances where competitor is strong, develop innovative products and
services.
24. When competitor is arrogant, please be humble and ask for advice. That may
be from the customers and find out the competitor's weakness.
25. Executives must understand how and when to launch proper business
strategies and tactics where competitors are unprepared, and unexpected.
26. Right information and proper preparation will help business making a success. (1.4)
27. Executives who plan and prepare carefully will be in a favourable position and
win the business competition.
Detailed statistics of Book "Situation Appraisal" are provided in the following:
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(i) Statement 1.1 - What is war? It may be described as one of the most
important affairs to the state. (Understand the actual situation; decide on the
plan of actions.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 12 52
4 7 30
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Statement 1.2 - We should analyse and compare the conditions of an enemy
and ourselves. (Analyse and compare both parties condition, both
favourable and unfavourable.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 2 9
4 6 26
5 14 61
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 1.3 - Any military operation takes deception as its basic quality.
Business is very much related to strategic, administrative and tactics
planning. (Business is very much related to strategic, administrative and
tactics planning.)
Level of Importance I	 Responses	 I	 Responses (%)
1 0 0
2 2 9
3 7 30
4 10 43
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iv) Statement 1.4 - He who plans and prepares carefully will find himself in a
favourable position and win victory. (Right information and proper
preparation will help business making a success.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 6 26
4 7 30
5 9 39
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding II. Waging War
Statements of Book 2
"Waging War"
Business Management Strategies
"Competitive Action"
2.1 You have had enough money. Make a good and realistic estimation on
the actual expenses before entering into
business.
2.2 We have heard of criticism of a hasty
campaign, we have never seen the cleverness
in prolonging a war.
Speed	 and	 quick	 decision	 help	 in
business.
2.3 He who is adept in military operations never
raises an army twice.
Organisation structure should be clear
and effective.
2.4 Hence a wise commander should strive to get
provisions in the enemy state.
Do not add extra burden to the head-
office for any new proposal.
2.5 The more times you defeat the enemy the
stronger you will be.
Unify	 other	 business	 into	 the
corporation.
Statements	 I	 Responses	 I	 Mean
2.1 22 3.86
2.2 23 2.87
2.3 23 4.00
2.4 23 3.91
2.5 23 3.35
Mean Value is defined by 5 levels of importance:
I is the least importance, and 5 is the most importance
These major business management strategies for competitive actions based on
Sun Tzu's The Art of War are 3.6 in average which is nearer to the "very
importance" ranking position. This high ranking implies that Sun Tzu's wisdom in
this Book was widely used and adopted as Chinese business and management
strategies in their competitive actions.
Page 9
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
The Thirty-six Strategies in Hong Kong Business Environment
Except statement 2.2, which ranked about 3, the other four statements in this
Book were ranked around 4. This result implies that the actions on budget control
and resource allocation were considered to be highly essential.
To summarise these essential strategies for business and management excellence,
the following points are captured:
1. Make a good and realistic estimation on the actual expenses before entering
into business. (2.1)
2. Competitive actions must be supported by the personal and organisation
resources and that must be available before action is taken. Full commitment
and innovative ideas from employees are the most valuable resources.
3. When creativity is dulled, commitment dampened, enthusiasm drained,
financing depleted; competitors will take advantage of weakness position.
4. Speed and quick decision help in business. (2.2)
5. Quick and successful return is the overall objective of any competitive action.
In business negotiation, speedy decision is essential for overall success.
Prolonged discussion may bring harm to the overall situation in particular
when control of the actual situation is difficult. When competitive actions are
prolonged, resources will become scare and desperate.
6. Strategies that waste time and exhaust resources never work.
7. Executives who cannot balance risk with opportunity cannot profit in today's
business environment, in particular in this information technology age. Speed
and innovation with accurate information are the keys to success.
8. Organisation structure should be clear and effective. (2.3)
9. A skilful executive should have a simple and effective organisational structure
for well-defined management objectives, quick decision making, less
extravagant spending and proper use of resources.
10. Do not add extra burden to the head-office for any new proposal. (2.4)
11. Large and multinational corporation should let the subsidiaries and remote
plants use their local resources and people and not to over-burden the head
office.
12. Timely, proper and accurate information is the key of successful competition.
However, expensive information would waste resources.
13. Beware of the usefulness of some expensive information that may be out of
date.
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14. Wise executive harvests timely information from his constituent and
competitors.
15. Unify other business into the corporation. (2.5)
16. To become more competitive in the marketplace, taking over or unifying
business with competitors are not uncommon. Proper use of the existing
expertise and human resource will further strengthen the foundation of the
corporate for future competition. A skilful executive builds the strongest
possible team from the people in the company and corporate.
17. To capture the spirits of employees, executives must give them clearly defined
and valuable rewards. It could be group award or individual achievement on
merits.
18. Reward someone openly and use that as an example as meaningful rewards for
excellence.
19. Treat employees well and provide proper training to them. Individual
achievement could be the overall success of the whole company.
20. Executive must understand how to excite the employees and dominate a
marketplace with quick results and not prolonged activities.
Detailed statistics of Book "Waging War" are provided in the following:
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(i) Statement 2.1 - You have had enough money. (Make a good and realistic
estimation on the actual expenses before entering into business.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 8 36
4 9 41
5 5 23
5 levels of importance: I is the least importance, and 5 is the most importance
(ii) Statement 2.2 - We have heard of criticism of a hasty campaign, we have
never seen the cleverness in prolonging a war. (Speed and quick decision
help in business.)
Level of Importance Responses Responses (%)
1 0 0
2 7 30
3 12 52
4 4 17
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
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(iii) Statement 2.3 - He who is adept in military operations never raises an army
twice. (Organisation structure should be clear and effective.)
Level of Importance Responses Responses (Y0)
1 0 0
2 1 4
3 4 17
4 12 52
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iv) Statement 2.4 - Hence a wise commander should strive to get provisions in
the enemy state. (Not to add extra burden to the head-office for any new
proposal.)
Level of Importance Responses Responses (/0)
1 0 0
2 1 4
3 6 26
4 10 43
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
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(v) Statement 2.5 - The more times you defect the enemy the stronger you will
be. (Unify other business into the corporation.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 6 26
3 6 26
4 8 35
5 3 13
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding III. Strategic Attacks
Statements of Book 3
"Strategic Attacks"
Business Management Strategies
"Competitive Strategy"
3.1 Winning a victory and subduing the enemy
without fighting is the highest excellence.
Take over business without extra costs.
3.2 The best policy for the military operations is
to gain victory by means of strategy.
Understand	 strategy	 helps	 to	 win
competition.
3.3 He must gain complete victory all-under-
heaven,
Use wisdom and best strategy instead of
aggressive tactics for success.
3.4 The weaker battles on stubbornly without
taking its strength into account; it will surely
be conquered by the stronger.
Understand	 the	 situation	 and	 act
flexibly.
3.5 The general assist the ruler in governing a
nation.
Decision should be taken at appropriate
company level - more delegation of
responsibility.
3.6 If you know both the enemy and yourself you
will fight a hundred battles without danger
of defeat.
Understand	 yourself	 and	 your
competitor better helps you win.
Statements	 I	 Responses	 I	 Mean 
3.1 22 2.77
3.2 23 3.61
3.3 23 4.04
3.4 23 3.83
3.5 23 3.13
3.6 23 4.22
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for competitive strategy based on Sun
Tzu's The Art of War are 3.6 in average which is close to the "very importance"
ranking position. This high ranking implies that Sun Tzu's wisdom in this Book
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was widely used and adopted as Chinese business and management strategies in
their competitions.
This Book aims at develop winning competitive strategy in accordance to the
individuals and company characteristics that is essential in business management.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Take over business without extra costs. (3.1)
2. Capture a market is by providing a better service and innovating new products.
Destructive tactics should only be used as the last resort.
3. To capture competitors by tactics rather than destructive will be the best
strategy.
4. To win the approval of the entire constituency without competitive battles is
the ultimate goai. Wining a competition through head act cacctgeddact & very
much a waste of resources.
5. Understand strategy helps to win competition. (3.2)
6. Innovating new products continuously will be a best strategy. Proper
marketing must follow it on.
7. To attack competitor's products and reputation is the worst strategy. A
destructive competition may end up self-defecting.
8. Use wisdom and best strategy instead of aggressive tactics for success. (3.3)
9. A skilful executive should pay attention in the meeting of new demands
through continuous innovation, satisfying customers' satisfaction and
eventually having a bigger market share.
10. Preserve resources by not having a prolonged campaign and head on
competition. This is the art of effective competitive strategy.
11. Understand the situation and act flexibly. (3.4)
12. Considering the available resources, the executive should estimate ihe possible
outcome before entering the real competition. Be optimistic, however, always
consider the worst scenario and plan for that.
13. For a weaker side competition, be prepared to leave in favour of some other
more profitable constituents that can dominate.
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14. Executives are leaders that can determine or affect the survival and growth of
themselves and the organisation.
15. Decision should be taken at appropriate company level -- more delegation of
responsibility. (3.5)
16. A high-ranking executive can cause a lot of trouble in a number of ways.
Executive can cause trouble by acting out of ignorance, focusing on rules
rather than customers and providing some flexibility, promoting someone with
no skills and ability.
17.Employees may be confused and de-motivated by the action of the high-
ranking executive. Competitions will be not to the advantage of the company.
18. An executive is the one who understands the strength and weakness of self and
competitors and knows when to attack and when to retreat viill vim.
19. An executive is the one who knows how to best use the available resources
under all circumstances will win.
20. An executive is the one who manages to gain the best support from the
customers, employees and management.
21. An executive is the one who has made the best possible preparation with the
most up-to-date information and waits for opportunities.
22. An executive is the one who can make the best use of the authorities given
from the top management without interference.
23. If someone knows the constituents, the competitors, the strategies and oneself
well will win for hundred times.
24. Understand yourself and your competitor better helps you win. (3.6)
Detailed statistics of Book "Strategic Attacks" are provided in the following:
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(i) Statement 3.1 - Winning a victory and subduing the enemy without fighting
is the highest excellence. (Take over business without extra costs.)
Level of Importance Responses Responses (%)
1 2 9
2 6 27
3 9 41
4 5 23
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Statement 3.2 - The best policy for the military operations is to gain victory
by means of strategy. (Understand strategy helps to win competition.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 10 43
4 6 26
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 3.3 - He must gain complete victory all-under-heaven. (Use
wisdom and best strategy instead of aggressive tactics for success.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 6 26
4 10 43
5 7 30
5 levels of importance: I is the least importance, and 5 is the most importance
(iv) Statement 3.4 - The weaker battles on stubbornly without taking its strength
into account, it will surely be conquered by the stronger. (Understand the
situation and act flexibly.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 10 43
4 7 30
5 6 26
5 levels of importance: I is the least importance, and 5 is the most importance
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(v) Statement 3.5 - The general assist the ruler in governing a nation. (Decision
should be taken at appropriate company level - more delegation of
responsibility.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 1 4
2 5 22
3 8 35
4 8 35
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(vi) Statement 3.6 - If you know both the enemy and yourself, you will fight a
hundred battles without danger of defeat. (Understand yourself and your
competitor better helps you win.)
Level of Importance 1
	
Responses I	 Responses (%)
1 0 0
2 1 4
3 4 17
4 7 30
5 11 48
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding IV. Disposition of the Army
Statements of Book 4
"Disposition of the Army"
Business Management Strategies
"Positioning"
4.1	 One may foretell a victory but cannot be
sure to gain victor), as one wish.
Strengthen yourself before entering into
competition.
4.2	 They can, on one hand, protect themselves
and, on the other hand, win a complete
victory.
Attack right to the target, defence keeps
top secret.
4.3	 Those skilled in war always defeated the
enemy that could easily be conquered
Beware	 of	 business	 and	 situation
changes;	 never	 be	 content	 at	 your
position.
4.4 They have planned for certainty of their
victory and the enemy is already destined to
defeat.
Careful planning of the whole situation
enable the business take control.
4.5 He who is adept in military operations
always understands the principles of war
and adopts the correct policies,
	 so that
victory is entirely in his hands.
Understand the principles of business
and help to adopt the correct policies
and be successful.
Statements	 I	 Responses	 I	 Mean
4.1 22 3.91
4.2 23 4.13
4.3 23 3.73
4.4 23 4.00
4.5 23 3.30
Mean Value is defined by 5 levels of importance:
I is the least importance, and 5 is the most importance
These business management strategies for positioning based on Sun Tzu's The
Art of War are 3.8 in average which is close to the "very importance" ranking
position. This high ranking implies that Sun Tzu's wisdom in this Book was
widely used and adopted as Chinese business and management strategies in their
positioning.
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This result indicated that self-improvement and great abilities of business
management were agreed to be the long-term survival method.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Strengthen yourself before entering into competition. (4.1)
2. Effective executives position themselves and companies in situations where
they will survive even facing severe economic downfall or keen market
competitions.
3. Effective executive tries to equip themselves and the companies with the most
up-to-date technology and ready for continuous innovation.
4. Survival in the world market competition depends on a careful and well-
prepared defence. An effective executive will position themselves strongly
wherever possible for defence first.
5. Attack right to the target, defence keeps top secret. (4.2)
6. Victory results from taking the initiative in well equipping and acting at the
right moment. They are highly unlikely making any mistakes.
7. An effective executive should be aware of business and situation changes. He
should never be content at the present position. (4.3)
8. Effective executives try to introduce new ideas and introduce new markets and
products. The most dangerous situation is one who has contented with the
existing situation and never steps forward.
9. Careful planning of the whole situation enables the business take control. (4.4)
10. Effective executives are not necessary be well known to everybody or well
capable in all aspects, but be able to leverage the importance and capture those
easy ones' firsts. They are not the people with infinite wisdom and reckless
courage.
11. Effective executives have the competitive strategies will be in a never loose
situation.
12. Effective executives defend from the positions that can never be attacked.
13. Effective executives create the situation of winning first before taking positive
action steeping forward or initiating attack. They win those, which seem easy.
14. Effective executives cultivate themselves on their characters and professional
ethics.
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15. A strong and responsible organisation is to all people concern including the
publics; that is highly essential for business excellence.
16. Detail elements of strategies include strategy identification, facts finding and
gathering, strategy analysis, alternative strategy consideration, strategy
checking and judging, and strategy action taken.
17.Effective executives demonstrate their momentum and initiative at work.
18.Effective executives make good preparations and wait for opportunities
created by others, and act at the right time.
19.Effective executives are those whom competent in market analysis and survey,
estimate of resources, calculation of manpower and market share, comparing
the strengths and weaknesses of self and competitors, analysis and foresee the
chance of success and failure.
20. Understand the principles of business and help to adopt the correct policies
and be successful. (4.5)
Detailed statistics of Book "Disposition of the Army" are provided in the
following:
(i) Statement 4.1 - One may foretell a victory but cannot be sure to gain victory
as one wish. (Strengthen yourself before entering into competition.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 7 30
4 8 35
5 7 30
5 levels of importance: I is the least importance, and 5 is the most importance
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(ii) Statement 4.2 - They can, on one hand, protect themselves and, on the other
hand, win a complete victory. (Attack right to the target, defence keeps top
secret.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 5 22
4 10 43
5 8 35
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Statement 4.3 - Those skilled in war always defeated the enemy that could
easily be conquered. (Beware of business and situation changes; never be
content at your position.)
Level of Importance Responses Responses (%)
1 0 0
2 1 5
3 8 36
4 9 41
5 4 18
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Statement 4.4 - They have planned for certainty of their victory and the
enemy is already destined to defeat. (Careful planning of the whole situation
enable the business take control.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 0 0
2 1 4
3 5 22
4 10 43
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
(v) Statement 4.5 - He who is adept in military operations always understands
the principles of war and adopts the correct policies, so that victory is
entirely in his hands. (Understand the principles of business and help to
adopt the correct policies and be successful.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 4 17
3 12 52
4 3 13
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding V. Forces
Statements of Book 5
"Forces"
Business Management Strategies
"Opportunity and Timing"
5.1 Managing a big army is in principle the
same as managing a small one; it is a matter
of organisation.
Good organisation helps to define clear
job responsibilities.
5.2 During war,	 general should adopt
	 the
normal way of confronting the enemy, while
using special tactics to take the enemy by
surprise.
Business	 tactics	 require	 flexible
managing policy.
5.3 Military formations are not more than the
application of special and normal tactics,
but their variations and combinations will
give rise to an infinite series of manoeuvres.
Application	 of	 special	 and	 normal
tactics will give rise to an infinite series
of business approaches.
5.4 A general who is skilled in war can exploit
his own vantage position and launch a swift
and sharp attack.
Move quickly to explore business
opportunities.
5.5 He can drive the enemy about with small
advantages	 and	 awaits	 the	 enemy	 in
strength.
Offer some advantages and win by
strategy.
5.6 A general can select the right men and fully
exploit the .favourable situation.
Right person gets the right job.
Statements	 I	 Responses	 Mean
5.1 23 3.17
5.2 23 3.57
5.3 23 3.04
5.4 23 3.57
5.5 23 2.74
5.6 23 3.43
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for opportunity and timing based on Sun
Tzu's The Art of War are 3.3 in average which is close to the "essential" ranking
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position. This ranking implies that Sun Tzu's wisdom in this Book was adopted
as Chinese business and management strategies in their opportunity and timing.
The importance of this Book is the good organisational structure and high
employee morale. All employees appreciate their responsibilities and authorities,
and then information can be well distributed. Moreover, a motivated working
environment would increase the employees' morale resulting in performing some
good works.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Good organisation helps to define clear job responsibilities. (5.1)
2. Organisation helps to define job responsibilities. There me no diarenc.,es
whether it is a large or small organisation.
3. Successful and effective competition relies on proper organisation and good
communications at all levels.
4. Business tactics require flexible managing policy. (5.2)
5. Application of special and normal tactics will give rise to an infinite series of
business approaches; such as defence and attack positions. (5.3)
6. Normal tactics are used to confront opponents, whereas special tactics are
used to win. Special tactics are something that is unexpected.
7. Winning situations will help to realise the strengths and weaknesses of
competitors.
8. Effective executives win competitive situations because of the creation of
some great number of tactics and launched them at the most appropriate
timing.
9. Skilful executives make use of the tactics-giving rise to some infinite number
of resources.
10. The actual situations of both parties whether they are in apparent disorder or
proper organisation depend on management structure. Illusion of fear or great
courage depends on the actual circumstances. Seeming weakness or strength
depends on their actual dispositions.
11. Move quickly to explore business opportunities. Wise executives get control
of the situation through own initiatives. (5.4)
12. Offer some advantages and win by strategy. (5.5)
13. Wise executives select the most appropriate person for the job. Right person
gets the right job. (5.6)
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Detailed statistics of Book "Forces" are provided in the following:
(i)
 
Statement 5.1 - Managing a big army is in principle the same as managing a
small one; it is a matter of organisation. (Good organisation helps to define
clear job responsibilities.)
Level of Importance Responses Responses (%)
1 0 0
2 7 30
3 9 39
4 3 13
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Statement 5.2 - During war, general should adopt the normal way of
confronting the enemy, while using special tactics to take the enemy by
surprise. (Business tactics require flexible managing policy.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 7 30
4 10 43
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 5.3 - Military formations that are not more than the application of
special and normal tactics, but their variations and combinations will give
rise to an infinite series of manoeuvres. (Application of special and normal
tactics will give rise to an infinite series of business approaches.)
Level of Importance Responses Responses (%)
1 1 4
2 5 22
3 10 43
4 6 26
5 1 4
5 levels of importance: 115 the least importance, and 5 is the most importance
(iv) Statement 5.4 - A general who is skilled in war can exploit his vantage
position and launch a swift and sharp attack. (Move quickly to explore
business opportunities.)
Level of Importance Responses Responses (%)
1 0 0
2 4 17
3 7 30
4 7 30
5 5 22
5 levels of importance: I is the least importance, and 5 is the most importance
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(v) Statement 5.5 - He can drive the enemy about with small advantages and
awaits the enemy in strength. (Offer some advantages and win by strategy.)
Level of Importance Responses Responses (%)
1 1 4
2 7 30
3 13 57
4 1 4
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(vi) Statement 5.6 - A general can select the right men and fully exploit the
favourable situation. (Right person gets the right job.)
Level of Importance Responses Responses (%)
1 1 4
2 2 9
3 8 35
4 10 43
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding VI. Opportunism
Statements of Book 6
"Opportunism"
Business Management Strategies
"Control"
6.1 Appear at the place to which the enemy
won't come; attack a place where the enemy
does not expect you.
Keep	 ahead of competition through
innovations.
6.2 That you are certain to take what you attack
is because the enemy cannot fortify it. That
you are certain of success in holding it what
you defend is because the enemy cannot
attack it.
Attack competitor's weak points while
building on your strength.
6.3	 The offensive one takes can be so strong that
the enemy cannot defend just because one
strikes at the enemy's weak point. One can
withdraw without being overtaken by the
enemy just because one moves so swiftly that
the enemy cannot pursue.
Attack competitor's weak points with
commitment.	 Company should know
when to withdraw from the market to
reduce loses by withdrawing from the
market at the right time.
6.4 If we expose the enemy's disposition and
hide ours, we can concentrate our troops
and divide the enemy's forces.
Know the competition not allowing them
to	 know	 you,	 enabling	 you	 to
concentrate effectively.
6.5 One who has few must take precautions
against possible attacks everywhere;	 one
who has many compels the enemy to prepare
against his attacks.
If one over-diversify, the business can
easily be challenged.
	 Concentrate your
effort where you are strong.
6.6 If a general knows both the place and the
time of a battle to come, he can lead his
troops to go even a thousand li away for a
decisive battle.
Know the market well for success.
6.7 A victory may be made. Even if the enemy's
troops are many, we can find a way to make
them unable to fight.
Even the competition is keen, people can
still win by better understand the market
requirement and prove successful.
6.8 The way to defeat the enemy should not
follow	 the	 beaten	 track,	 but	 change
constantly	 according	 to	 the	 enemy's
changing situation.
Change strategy constantly according to
the changing of market situation.
6.9 The way to fight never remains constant and
water never flows in the same way.
Business	 tactics	 will	 never	 remain
constant and should take any form.
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Statements	 I	 Responses	 I	 Mean
6.1 23 3.13
6.2 23 2.70
6.3 23 3.30
6.4 23 3.48
6.5 23 3.78
6.6 23 3.74
6.7 23 3.87
6.8 23 4.09
6.9 23 3.65
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for control based on Sun Tzu's The Art of
War are 3.5 in average which is in between the "importance" and "very
importance" ranking positions. This ranking implies that Sun Tzu's wisdom in this
Book was generally used and adopted as Chinese business and management
strategies in their control.
The responses in this Book were very positive and the ranking was between level
3 and 4 of importance. The main ideas in this Book are that increasing market
share by new products and strategies and avoiding direct competition with the
competitors. People should also know in advance the strategies of the
competitors and focus on the weak points for marketing strategies.
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To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Keep ahead of competition through innovations. (6.1)
2. Effective executive should take charge of the competitive situation overseeing
the market change and distribution.
3. Prepare quickly and keep ahead of the competition. Do not move by the
competition.
4. Keep the rivals on the move and in the dark. Appear where the competition
must rush to defend.
5. Attack competitor's weak points while building on your strength. (6.2)
6. Attack those weak points that cannot be defended; defend those strong points
that cannot be attacked. That leads to the situations that competitors do not
know which point to defend or attack. That also leads to the situations that the
moves are always succeed and never attacked.
7. Attack competitor's weak points with commitment. Company should know
when to withdraw from the market to reduce loses by withdrawing from the
market at the right time. (6.3)
8. Move the competition but retain freedom; divide the competition while remain
intact; distract the competition while remain focus. Hence pressure those
weak points and create overwhelming leverage.
9. Know the competition not allowing them to know you, enabling you to concentrate
effectively. (6.4)
10. Competitors will be weakened in certain points if resources are to be spread
out in order to meet new challenges.
11. If one over-diversify, the business can easily be challenged. Concentrate your
effort where you are strong. (6.5)
12.Know the market well for success; lead the market and do not let competitors
lead you. (6.6)
13. Be able to control the time and place of competition so that good and detail
preparation works can be carried out without risking failure, hence take
control of the competition situations.
14.Even thought the competition is keen, people can still win by better
understand the market requirement and prove to be successful. (6.7)
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15. Competition result can be control by knowing all details and comparing their
strengths and weaknesses.
16. Change strategy constantly according to the changing of market situation.
(6.8)
17.Effective executives should review the strategy, compare the strength and
weakness of both sides and then look for sufficiency of resources.
18. Business tactics will never remain constant and should take any form. (6.9)
19. Final strategy will take no special form and be invisible.
Detailed statistics of Book "Opportunism" are provided in the following:
(i)
 
Statement 6.1 - Appear at the place to which the enemy won't come; attack
a place where the enemy does not expect you. (Keep ahead of competition
through innovations.)
Level of Importance	 Responses I	 Responses (%)
1 0 0
2 7 30
3 7 30
4 8 35
5 1 4
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(ii) Statement 6.2 - That you are certain to take what you attack is because the enemy
cannot fortify it. That you are certain of success in holding it what you defend is
because the enemy cannot attack it. (Attack competitor's weak points while
building on your strength.)
Level of Importance Responses Responses (%)
1 1 4
2 9 39
3 9 39
4 4 17
5 0 0
(iii) Statement 6.3 - The offensive one can be so strong that the enemy cannot defend
just because one strikes at the enemy's weak point. One can withdraw without being
overtaken by the enemy just because one moves so swiftly that the enemy cannot
pursue. (Attack competitor's weak points with commitment. Company should
know when to withdraw from the market to reduce loses by withdrawing from the
market at the right time.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 11 48
4 8 35
5 1 4
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(iv) Statement 6.4 - If we expose the enemy's disposition and hide ours, we can
concentrate our troops and divide the enemy's forces. (Know the
competition not allowing them to know you, enabling you to concentrate
effectively.)
Level of Importance I	 Responses	 I	 Responses (%)
1 0 0
2 4 17
3 8 35
4 7 30
5 4 17
(v) Statement 6.5 - One who has few must take precautions against possible
attacks everywhere; one who has many compels the enemy to prepare
against his attacks. (If one over-diversify, the business can easily be
challenged. Concentrate your effort where you are strong.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 6 26
4 7 30
5 7 30
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(vi) Statement 6.6 - If a general knows both the place and the time of a battle to
come, he can lead his troops to go even a thousand li away for a decisive
battle. (Know the market well for success.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 10 43
4 6 26
5 6 26
(vii) Statement 6.7 - A victory may be made. Even if the enemy's troops are
many, we can find a way to make them unable to fight. (Even the
competition is keen, people can still win by better understand the market
requirement and prove successful.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 9 39
4 8 35
5 6 26
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(viii) Statement 6.8 - The way to defeat the enemy should not follow the beaten
track, but change constantly according to the enemy's changing situation.
(Change strategy constantly according to the changing of market situation.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 4 17
4 10 43
5 8 35
(ix) Statement 6.9 - The way to fight never remains constant and water never
flows in the same way. (Business tactics will never remain constant and
should take any form.)
Level of Importance Responses Responses (%)
1 1 4
2 2 9
3 8 35
4 5 22
5 7 30
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Finding VII. Manoeuvres
Statements of Book 7
"Manoeuvres"
Business Management Strategies
"Managing Direct Conflict"
7.1 During the whole military process nothing is
more difficult than to fight for a favourable
position with the enemy.
Business competition is most difficult
when confronting competition head-on.
7.2 There is not only advantage but also danger
in fighting for a favourable position.
There are not only disadvantages but
also	 danger	 in	 competing	 for	 a
favourable	 position.	 Inadequate
preparation	 will	 loss	 business	 and
market share.
7.3 A commander who does not understand the
plots and schemes of the princes cannot enter
into alliances with them.
Know the potential partner well before
entering into join venture.
7.4 He who masters the tactics of deviation first
will win victory,
Keep	 the	 vision	 while	 maintaining
flexibility for short-term deviation.
7.5 They usually use gongs, drums, flags and
banners as instruments to unify the army.
Motivate your people for a common
goal through good communication.
7.6 Keep a highly disciplined army to fight the
confused enemy army.
Strengthen the organisation and plan
business strategies.
Statements	 I	 Responses	 I	 Mean 
7.1 23 3.65
7.2 23 3.61
7.3 23 3.96
7.4 23 2.83
7.5 23 3.83
7.6 23 4.04
Mean Value is defined by 5 levels of importance:
I is the least importance, and 5 is the most importance
These business management strategies for managing direct conflict based on Sun
Tzu's The Art of War are 3.7 in average, which is close to the "very importance"
ranking position. This high ranking implies that Sun Tzu's wisdom in this Book
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was widely used and adopted as Chinese business and management strategies in
managing direct conflict.
This observation indicates an important role of the top management in seeking
more market share, getting accurate market information, organising the
organisation and preparing strategies for market competitions. Sufficient
resources should always be available meeting the challenge of competitions. As
the market demand varies from time to time, top management should lead the
employees and make the necessary responses.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Business competition is most difficult when confronting competition head-on.
(7. 1)
2. Understand the need to take on competition (Ny gattlecing information and
necessary resources, organise them properly and bring them all under control.
3. It is most difficult to make a circuitous route direct and turn disadvantage into
advantage. Right timing and use of information will help to win the situations.
4. Prolong meeting without any decision made will be wasting of time and
resources. It also creates grievances among staffs. Proper decisions should be
made at the right time after knowing all the details.
5. There are not only disadvantages but also danger in competing for a
favourable position. Inadequate preparation will loss business and market
share. (7.2)
6. Move into a difficult conflict situation without well preparation will become
little chance of success, efforts scattered, resources wasted and motivation
destroyed.
7. Know the potential partners well before entering into join venture. (7.3)
8. Employ inside informants and consultants to find out the strengths and
weaknesses of competitors and propose successful plans. Keep the strategy
secret and change the form constantly.
9. Keep the vision while maintaining flexibility for short-term deviation. (7.4)
10. The superbly effective executives who master the tactic and make complicated
route simple will win. So the whole company business should be as swift as
strong wind while taking action, as stable and order as forest while executing
plan, as fierce and violent as fire while attacking business; and as firm as
mountain while carrying out policies and strategies.
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11.Motivate your people for a common goal through good communication. (7.5)
12. Improper communication and order will generate employees' emotion. Wise
executives unify employees' plan of action using clear instructions and good
communication.
13. Strengthen the organisation and plan business strategies. (7.6)
14. Good master of the morale and emotions, good grasp of the tactics and
information, and good control of the strengths and weaknesses of the
organisation and employees will certainly win.
15.Do not challenge a well-prepared and well-organised competitor quickly. Time
the action accordingly and waits for the change of situation.
Detailed statistics of Book "Manoeuvres" are provided in the following:
(i) Statement 7.1 - During the whole military process nothing is more difficult
than to fight for a favourable position with the enemy. (Business
competition is most difficult when confronting competition head-on.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 8 35
4 9 39
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Statement 7.2 - There is not only advantage but also danger in fighting for a
favourable position. (There are not only disadvantages but also danger in
competing for a favourable position. Inadequate preparation will loss
business and market share.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 3 13
3 7 30
4 9 39
5 4 17
5 levels of importance: 1 is the least importance, and 5 are the most importance
(iii) Statement 7.3 - A commander who does not understand the plots and
schemes of the princes cannot enter into alliances with them. (Know the
potential partner well before entering into join venture.)
Level of Importance i
	
Responses 1
	
Responses (%)
1 0 0
2 0 0
3 7 30
4 10 43
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Statement 7.4 - He who masters the tactics of deviation first will win
victory. (Keep the vision while maintaining flexibility for short-term
deviation.)
Level of Importance Responses Responses (%)
1 1 4
2 7 30
3 11 48
4 3 13
5 1 4
5 levels of importance: I is the least importance, and 5 is the most importance
(v) Statement 7.5 - They usually use gongs, drums, flags and banners as
instruments to unify the army. (Motivate your people for a common goal
through good communication.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 9 39
4 6 26
5 7 30
5 levels of importance: I is the least importance, and 5 is the most importance
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(vi) Statement 7.6 - Keep a highly disciplined army to fight the confused enemy
army. (Strengthen the organisation and plan business strategies.)
Level of Importance 1
	
Responses
	
1
	
Responses (/0)
1 0 0
2 0 0
3 7 30
4 8 35
5 8 35
5 levels of importance: 1 is the least importance, and 5 is the most importance
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"The Nine Variations"
8.1 Never launch an upward attack on the enemy
who occupies high ground.
8.2 The tactical variables which a general or
commander should thoroughly understand.
Only if he knows them well can he know
military operations.
Business Management Strategies
"Flexibility" 
Never engage in competition if you are
weak and cannot be defended.
Market conditions should thoroughly be
understood. Only if they are known
well can business be operated properly.
Mean
5
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4
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Finding VIII. The Nine Variations
8.3 A wise general must give his consideration Consider	 both	 favourable	 and
to both favourable factors and unfavourable unfavourable factors in business, gains
factors.	 and losses in strategic calculations.
8.4 There are five fatal weakness of a general: Fatal weakness of management should
brave but not resourceful, cowardly on the be understood.
eve of a battle, quick-tempered easily
provoked, honour be driven to reckless
situation, benevolent but hesitant and
passive.
Statements
	
Responses	 I	 Mean 
8.1 23 3.91
8.2 23 4.00
8.3 23 3.43
8.4 22 3.18
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for flexibility based on Sun Tzu's The Art
of War are 3.6 in average which is in between the "importance" and "very
importance" ranking positions. This high ranking implies that Sun Tzu's wisdom
in this Book was widely used and adopted as Chinese business and management
strategies in their overall flexibility .
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All these statements are related to the ability and the flexibility of strategies of the
top management. Even thought the company is operating smoothly and the
market is stable, the top management should prepare for any consequent
competitions.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Never engage in competition if you are weak and cannot be defended. (8.1)
2. Never set up a position that is remote from your resources.
3. Form allies with partners' in particular offshore partners, communicate with
them for information and have mutual support.
4. Never engage in competition with strong competitors that can challenge your
position.
5. Never take in any advantage from the competitors because that could be bait.
6. Effective business should never try to take over a retreated business entirely,
and never try to win the situation completely, and leave a chance of survival to
the competitors.
7. An executive should be flexible in strategy and adaptable to changes in all
circumstances, for the best possible management of resources.
8. Market conditions should thoroughly be understood. They should be known
well before business can be operated properly. (8.2)
9. There are some plans that should not be followed completely; only to those
situations that are advantageous to the company.
10. There are some competitors, which should not be attacked.
11. There are some business that should not be captured.
12. There are some markets that should not be seized.
13. There are some decisions from the top management that should not be obeyed
entirely but acted for the benefit of the company.
14. Consider both favourable and unfavourable factors in business, gains and
losses in strategic calculations. (8.3)
15.By considering the gains and losses, the strategic plans can be trusted for
maximising profits and foreseeing problems.
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16.Make the competitors loose by constraining their movement.
17.Keep the competitors busy by keeping them busy.
18.Keep the competitors occupied by giving them some benefits.
19.Fatal weakness of management should be understood. (8.4)
20. Recklessness will result in wasting of resources.
21. Cowardliness will result in usurping by competitors.
22. Bad-temper will result in reckless decisions.
23. Self-importance will result in flattering actions. A sense of honour is liable to
be shamed and driven to reckless action.
24. Benevolence will bring in hesitating and passive decisions; worrying
unpopularity.
Detailed statistics of Book "The Nine Variations" are provided in the following:
(i)
 Statement 8.1 - Never launch an upward attack on the enemy who occupies
high ground. (Never engage in competition if you are weak and cannot be
defended.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 6 26
4 10 43
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
VA7
Responses (%)
	
100 	
	
90 	
	
80 	
	
70 	
	
60 	
	
50 	
	
40 	
	
30 	
	
20 	
	
10 	
	
0 	
1	 2	 3	 4	 5
Importance
Responses (%)
100 	
90 	
80 	
70 	
60 	
50 	
40 	
0. 
30 	
20 	io 	
1	 2	 3	 4	 5
Page 48
Importance
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
The Thirty-six Strategies in Hong Kong Business Environment
(ii) Statement 8.2 - The tactical variables which a general or commander should
thoroughly understand. Only if he knows them well can he know military
operations. (Market conditions should thoroughly be understood. Only if
they are known well can business be operated properly.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 7 30
4 9 39
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Statement 8.3 - A wise general must give his consideration to both
favourable factors and unfavourable factors. (Consider both favourable and
unfavourable factors in business, gains and losses in strategic calculations.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 10 43
4 7 30
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Statement 8.4 - There are five fatal weakness of a general: brave but not
resourceful, cowardly on the eve of a battle, quick-tempered easily
provoked, honour be driven to reckless situation, benevolent but hesitant
and passive. (Fatal weakness of management should be understood.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 0 0
2 7 32
3 7 32
4 5 23
5 3 14
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding IX. Marches
Statements of Book 9
"Marches"
Business Management Strategies
"Manoeuvring"
9.1	 Be sure to stay near the valleys when going
through mountains; after crossing the river
you must stay far away from it.
Take the best approach during difficult
market condition and stay away from
difficult situations.
9.2 Be sure to cross salt marshes quickly with no
delay.
Get away from dangerous situation as
quickly as possible.
9.3 All	 commanders prefer	 to	 station	 their
troops on high ground rather than on low
land.
Observe competitors position and plan
strategy accordingly and better reaction.
9.4 If heavy rain falls in the upper reaches of a
river and forms torrents rushing down to the
lower course, never cross the river but wait
until the flood subsides.
Wait until the situation clear before re-
entering into market competition. Good
and accurate decision makes 	 proper
investment in business.
9.5 You must have a thorough search to see if
there are ambushes laid or spies hiding.
Thoroughly
	 understand	 the	 market
situation to avoid potential problem and
identify pitfall.
9.6 Birds rising in flight shows there are troops
in ambush.
Observe market indicators to identify
potential problems.
9.7	 When the enemy asks for a truce without
advance appointment, it means that he must
have been plotting,
When	 competition	 proposes	 a joint
venture without warning, it means that
he understands his strategic position.
9.8 When the enemy sees some profit but does
not tly to obtain it, it is because he has been
completely exhausted
When the competitor does not explore
market potential, it means he has no
extra resources.
9.9 Disturbance in the enemy's camp means his
generals	 have	 lost	 their	 prestige	 and
authority,
When a competitor has low morale, it
means their leadership is poor. Prestige
and authority of senior management are
both essential.
9.10 If orders	 are	 observed	 constantly	 and
conscientiously, both the commander and the
soldiers will benefit and trust each other.
If everyone does what they should do
diligently both the management and
workforce benefit and trust each other
and have good relationship.
Statements	 I	 Responses	 I	 Mean
9.1 23 3.87
9.2 23 4.09
9.3 23 3.43
9.4 23 4.00
9.5 23 3.61
9.6 23 3.61
9.7 23 3.57
9.8 23 3.48
9.9 23 3.61
9.10 23 4.52
Mean Value is defined by 5 levels of importance:
.1 is the least importance, and 5 is the most importance
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These business management strategies for manoeuvring based on Sun Tzu's The
Art of War are 3.8 in average which is close to the "very importance" ranking
position. This high ranking implies that Sun Tzu's wisdom in this Book was
widely used and adopted as Chinese business and management strategies in their
manoeuvring.
In order to survive in the market, management has to be aware of the market
needs and have quick response to the market. Moreover, management should
promote the business to increase the business opportunities. Inside the company,
top management has to develop an effective and efficient system and co-operate
with the employees to overcome any difficulties.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Take the best approach during difficult market condition and stay away from difficult
situations. (9.1)
2. Take the easy market approach first with adequate resources.
3. Take the challenge when your stable organisation structure is maintained.
4. Meet the competition when competitors have gone through half way of the re-
organisation process.
5. Keep administrative matters simple and clear. Do things in the most easily,
well-understandable way. Operations keep simple, efficient and effective.
6. Use different tactics in different situations for success. However, try to
maintain stability, as people feel more comfortable to the methods, processes
they understand.
7. Get away from dangerous situation as quickly as possible. (9.2)
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8. Position the company in the most favourable market situations with the most
innovative products and market information.
9. Be alert of the environment that is uncertain and incomplete of understanding.
10. Observe competitor's position and plan strategy accordingly and better
reaction. (9.3)
11.Wait until the situation clear before re-entering into market competition.
Good and accurate decision makes proper investment in business. (9.4)
12. Stay away from the unfavourable and dangerous situations and let the
competitors approach them.
13. Thoroughly understand the market situation to avoid potential problem and
identify pitfall. (9.5)
14. Observe market indicators to identify potential problems. (9.6)
15. When competition proposes a joint venture without warning, it means that he
understands his strategic position. (9.7)
16. When the competitor does not explore market potential, it means he has no
extra resources. (9.8)
17.When the competitor sees the obvious advantage but not approaching, it
means that he is tired and passive.
18.When the competitor uses the last available resources, it means that he is in
desperate situation.
19. When the competitor has low morale, it means their leadership is poor.
Prestige and authority of senior management are both essential. (9.9)
20. When the competitor hands out excessive rewards, it means that he has
difficulty motivating people.
21. If everyone does what he or she should do diligently, then both the
management and workforce would be benefit from and trust each other and
have good relationship. (9.10)
22. Advantage in having more resources does not give absolute superiority.
Never get into the market recklessly. Proper assessment of the entire market
potential is essential.
23. Manage an organisation with civility and humanity, unify and control them
with proper discipline and then you will be fully successful.
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Detailed statistics of Book "Marches" are provided in the following:
(i)
 
Statement 9.1 - Be sure to stay near the valleys when going through
mountains; after crossing the river you must stay far away from it. (Take the
best approach during difficult market condition and stay away from difficult
situations.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 6 26
4 11 48
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Statement 9.2 - Be sure to cross salt marshes quickly with no delay. (Get away
from dangerous situation as quickly as possible.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 4 17
4 13 57
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 9.3 - All commanders prefer to station their troops on high
ground rather than on low land. (Observe competitors position and plan
strategy accordingly and better reaction.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 13 57
4 7 30
5 2 9
(iv) Statement 9.4 - If heavy rain falls in the upper reaches of a river and forms
torrents rushing down to the lower course, never cross the river but wait
until the flood subsides. (Wait until the situation clear before re-entering
into market competition. Good and accurate decision makes proper
investment in business.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 7 30
4 9 39
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(v) Statement 9.5 - You must have a thorough search to see if there are
ambushes laid or spies hiding. (Thoroughly understand the market situation
to avoid potential problem and identify pitfall.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 8 35
4 10 43
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
(vi) Statement 9.6 - Birds rising in flight shows there are troops in ambush.
(Observe market indicators to identify potential problems.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 9 39
4 11 48
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
Responses (%)
100
90	 	
80	 	
70	 	
60	 	
50	 	
40	 	
30 	 ;5,-7774, -
20	 	
10	 	 F1/2. 	
A / Importance0
1	 2	 3	 4	 5
Page 56
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
The Thirty-six Strategies in Hong Kong Business Environment
(vii) Statement 9.7 - When the enemy asks for a truce without advance
appointment, it mean that he must have been plotting. (When competition
proposes a joint venture without warning, it means that he understands his
strategic position.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 11 48
4 8 35
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
(viii) Statement 9.8 - When the enemy sees some profit but does not try to obtain
it, it is because he has been completely exhausted. (When the competitor
does not explore market potential, it means he has no extra resources.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 8 35
4 10 43
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ix) Statement 9.9 - Disturbance in the enemy's camp means his generals have
lost their prestige and authority. (When a competitor has low morale, it means
their leadership is poor. Prestige and authority of senior management are both
essential.)
Level of Importance Responses Responses (%)
1 1 4
2 0 0
3 8 35
4 12 52
5 2 9
(x) Statement 9.10 - If orders are observed constantly and conscientiously, both
the commander and the soldiers will benefit and trust each other. (If
everyone does what they should do diligently both the management and
workforce benefit and trust each other and have good relationship.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 1 4
4 9 39
5 13 57
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding X Terrain
Statements of Book 10
"Terrain"
Business Management Strategies
"Competitive Situations and Causes
of Failure"
10.1 If the enemy is unprepared, and you will
defeat him.
Gain advantages over the competition
when they are unprepared.
10.2 If you occupy such a ground that is narrow
or constricted, you should block the narrow
passes with strong garrisons and wait for the
enemy there.
Attack the competition when they have
little room for manoeuvre.
10.3 Make use of the ground's characteristics to
defeat the enemy.
Review business position and decide on
plan of actions.
10.4 A general should know six situations that
point to	 the defeat of an army,	 these
situations cannot be attributed to natural
disasters, and they are the faults of the
generals, which are not inevitable.
Management	 should	 know	 of their
weakness that could lead to business
failure.
10.5 Terrain is an important aid to a commander
in military operations.
Market situations help decision-making.
10.6 A	 great	 commander	 advances,	 without
seeking personal fame and gain, retreats
without shirking responsibility,
A good executive competes for the
business	 advantage	 without	 taking
personal fame and gain and admitting
failure without shirking responsibility.
10.7 If he dearly loves his men as he does his own
beloved sons, they will be willing to die with
him in battle.
Treat your employees like your family
and they will share your vision.
10.8 A	 general	 who	 is	 skilled	 in	 military
operations moves his troops without losing
his direction and purpose and acts with
unlimited resources and adaptations.
A	 skilful	 manager	 reallocates	 his
resources without loosing his direction
and purpose.
Statements
	 I	 Responses	 I	 Mean
10.1 23 3.83
10.2 23 3.43
10.3 23 3.48
10.4 23 3.22
10.5 23 4.00
10.6 23 3.78
10.7 23 3.26
10.8 23 3.35
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
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These business management strategies for competitive situations and causes of
failure based on Sun Tzu's The Art of War are 3.5 in average which is in between
the "importance" and "very importance" ranking positions. This high ranking
implies that Sun Tzu's wisdom in this Book was widely used and adopted as
Chinese business and management strategies in competitive situations and causes of
failure.
This result implied that the ability of the top management in understanding the real
situation was very important in the success of business management. According
to the marketing situation, top management can prepare or directly compete with
the competitors. Top management can also maintain the order and policy within
the company by the employees' performance and loyalty.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Gain advantages over the competition when they are unprepared. (10.1)
2. Attack the competition when they have little room for manoeuvre. (10.2)
3. Review the business position and decide plan of actions. (10.3)
4. Competitive situations can be described as accessible, ensnaring, inconclusive,
restricted, difficult, and speculative that are equivalent to the description of
terrain as accessible, ensnaring, suspending, narrow, mountainous, and remote
respectively. Determination of whether moving resources into the competitive
situations requires great understanding and careful examination of the plan in
light of these situations.
5. Management should know of their weakness that could lead to business
failure. (10.4)
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6. Competitive operations can be failure due to lack of resources, lack of
direction, lack of performance, lack of discipline, lack of order, and lack of
competence; these are mainly the management faults
7. Market situations help decision-making. (10.5)
8. Effective executives understand constituents, competitors and themselves well.
They should estimate the resources requirements, the difficulty of all possible
alternatives' strategies, assess the factors and their priorities requiring
immediate or later attentions. They should also know the strengths and
weaknesses of both sides. Understanding of these details and applying them
properly will win.
9. A good executive competes for the business advantage without taking
personal fame and gain and admitting failure without shirking responsibility.
(10.6)
10. An executive whose only goal is to benefit the constituents and organisation is
the company's precious asset.
11. Treat your employees like your family and they will share your vision. (10.7)
12.Be careful not to spoil the employees. Executive may be too generous and
cannot use them effectively, too kind and not train them properly, disorder and
not discipline them correctly.
13. A skilful manager reallocates his resources without loosing his direction and
purpose. (10.8)
14. If an effective executive knows well of his people, his opponent's ability, the
resources and competitive situations will be ever victorious.
Detailed statistics of Book "Terrain" are provided in the following:
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(i) Statement 10.1 - If the enemy is unprepared, and you will defeat him. (Gain
advantages over the competition when they are unprepared.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 5 22
4 8 35
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
Statement 10.2 - If you occupy such a ground that is narrow or constricted,
you should block the narrow passes with strong garrisons and wait for the
enemy there. (Attack the competition when they have little room for
manoeuvre.)
Level of Importance Responses Responses (%)
1 0 0
2 5 22
3 8 35
4 5 22
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 10.3 - Make use of the ground's characteristics to defeat the
enemy. (Review business position and decide on plan of actions.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 0 0
2 3 13
3 10 43
4 6 26
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iv) Statement 10.4 - A general should know six situations that point to the
defeat of an army, these situations cannot be attributed to natural disasters,
and they are the faults of the generals, which are not inevitable.
(Management should know of their weakness that could lead to business
failure.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 1 4
2 7 30
3 5 22
4 6 26
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(v) Statement 10.5 - Terrain is an important aid to a commander in military
operations. (Market situations help decision-making.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 0 0
3 5 22
4 13 57
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
(vi) Statement 10.6 - A great commander advances, without seeking personal
fame and gain, retreats without shirking responsibihty. (A good manager
take the business advantage without taking personal fame and gain and
admitting failure without shirking responsibility.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 2 9
3 8 35
4 6 26
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(vii) Statement 10.7 - If he dearly loves his men as he does his own beloved sons,
they will be willing to die with him in battle. (Treat your employees like
your family and they will share your vision.)
Level of Importance Responses Responses (%)
1 0 0
2 5 22
3 8 35
4 9 39
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(viii) Statement 10.8 - A general who is skilled in military operations moves his
troops without losing his direction and purpose and acts with unlimited
resources and adaptations. (A skilful manager reallocates his resources
without loosing his direction and purpose.)
Level of Importance Responses Responses (%)
1 0 0
2 3 13
3 10 43
4 9 39
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding XL The Nine Types of Battlegrounds
Statements of Book 11
"The Nine Types of Battlegrounds"
Business Management Strategies
"Competitive Conditions and
Offensive Strategy"
11.1	 Ground	 can	 be	 classified	 into	 nine
geographical positions according to the
way of using military operations.
Competitive situations can be different
according	 to	 the	 way	 business
conducted.
11.2 A position, where three neighbouring states
meet, and which whoever first gets control
of	 will	 gain	 the	 support	 of	 other
neighbouring state.
By making market alliance, stronger
market control and strategy will be
obtained.
11.3 Never in a disperse land; fight a last-ditch
battle in desperate ground.
Never attack your competitor when your
resources is not focused.
11.4 The skilled generals would advance when it
was to their advantage and halt when
situations were unfavourable.
In	 managing	 competitive	 actions,
effective	 executives	 would	 advance
when it was to their advantage and halt
when situations were unfavourable.
11.5 The essence of military operations is speed,
taking	 advantage	 of the	 enemy's	 not
preparing, going by routes he does not
expect and attacking him where he is not on
ground.
Awareness of business situation and
react	 speedily	 using	 innovative
approaches and attacking competitors'
weaknesses.
11.6 Nourish your men and do not exhaust them;
keep them in high morale and conserve
their energy.
Care and look after your people.
11.7 If there is no choice but fight a desperate
battle,	 they will co-operate
	 closely and
consciously follow your direction.
Make business urgent to ensure co-
operation and alignment of vision.
11.8 Those who are skilled in military operations
should be as dextrous as the shuairan, the
snake ofMount Chang.
Those who are skilful in business should
ensure all the resources work together in
co-operation.
11.9	 Uniting	 the	 soldiers	 to	 fight	 bravely
depends	 on	 good	 management	 and
command.
Alignment of the company workforce to
the	 vision	 depends	 on	 good
management.
11.10 In commanding an army, a general must
have	 a	 mind	 that	 is	 serene	 and
unfathomable. He must administrate his
troops in an impartial and upright manner.
The leader of a company should have a
mind that is serene and unfathomable.
He must administrate his workforce in
an impartial and upright manner.
11.11 A general who leads his troops to fight a
decisive battle should cut off all means of
retreat.	 He	 should	 make	 his	 troops
understand they have no alternatives.
The executive should demonstrate his
commitment	 to	 the	 workforce	 and
remain true to this commitment on all he
does.
11.12 The way to make war in the enemy's state is
as follows: the deeper your troops penetrate
into	 hostile	 territory,	 the	 more	 they
concentrate their spirit to fight.
The more successful of business, the
more	 motivated	 and	 committed
	 the
workforce will be towards their works
and make contributions.
11.13 Unify the will ofyour soldiers. Align the workforce to the vision of the
company.
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11.14 A general who is ignorant of the intention
of the neighbouring princes cannot form
alliances with them.
11.15A state with such an invincible army does
not need to seek alliances with other states.
11.16 You can command thousands upon
thousands of horses and men as if you were
leading a single man.
Business Management Strategies
"Competitive Conditions and
Offensive Strategy" 
Company who does not understand the
intention of potential partner cannot
from alliances with them.
If a company is strong, it does not need
to seek alliance.
Unify the thinking of all people and
make them work for you.
III 11.2 11.3	 1.4	 1.5 11.6 11.7	 1.8	 1.9 11.10 11.11 11.12 11.13 11.14 11.15 11.16 11.17
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11.17 At first assume the coyness of a maiden and Appear not to be strong, but when
when the enemy gives you an opening, opportunities arise, launch the business
attack him as swiftly as running hare. 	 attack.
Statements Responses Mean
11.1 22 3.64
11.2 23 4.00
11.3 23 3.61
11.4 23 3.35
11.5 23 3.09
11.6 23 3.87
11.7 23 3.65
11.8 23 3.96
11.9 23 4.00
11.10 23 3.87
11.11 23 3.83
11.12 23 3.87
11.13 23 4.09
11.14 23 4.00
11.15 23 3.87
11.16 23 4.04
11.17 23 3.91
Mean Value is defined b y 5 levels of importance:
1 is the least importance, and 5 is the most importance
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These business management strategies for competitive conditions and offensive
strategy based on Sun Tzu's The Art of War are 3.8 in average which is very close
to "very importance" ranking position. This high ranking implies that Sun Tzu's
wisdom in this Book was widely used and adopted as Chinese business and
management strategies in competitive conditions and offensive strategy.
A good management should identify the competitive situations and react to those
situations. Moreover, management should plan and lead the employees to have
their work done effectively and efficiently.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Competitive situations can be different according to the way business
conducted. (11.1)
2. By making market alliance, stronger market control and strategy will be
obtained. (11.2)
3. Never attack your competitor when your resources are not focused. (11.3)
4. Proper application of the principles of offensive strategy requires analysis of
the competitive situations. The competitive situation determines what
following on actions has to be taken, whether it is more advantageous to
advance or retreat, and what resources have to be examined carefully.
Resources include technical, financial and organisational aspects and that
should be adequate.
5. When a business market competition started where we are dominant, people
become less concentrated and over-confident. Then we are in a scattered or
disperse situation. Immediate actions are to avoid further competition, unify
the will of all people, and consolidate the available resources for future
competitions.
6. When we are attempting the competitor's market, we tend to be less
committed our resources. We are in an uncommitted or frontier situation
where we can pull out easily and quickly. Immediate actions are to keep
resources focused on the goal, strengthen the planning and observe the details
of changes.
7. When either our side or the competitor tempts to occupy the same business
market that will be to their advantages, both sides may pump in heavier
resources in order to win. We are in a conflict or contentious situation.
Immediate actions are to keep still, approach from the less obvious side, and
create advantageous situation before expending resources to win.
8. When either side can advance to and retreat from the business market
comfortably, both sides are free and open to operate. We are in accessible or
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open situation. Immediate actions are to keep on guard and strengthen
defences.
9. When the business market falls in several constituents, whoever first dominates
the share will get the others support. We are in intersecting or focal situation.
Immediate action is to consider forming strong alliances and sharing benefits.
10. When we have already committed heavy resources and involved deeply in the
business market where we are not the major constituent, we are in critical and
serious situation. Immediate action is to look for adequate resources ensuring
continuous flow of provisions
11.When there are many barriers including technical, financial and organisational
challenges that we have to overcome in the business market, we are in a block
or difficult situation. Immediate action is to overcome these barriers quickly
and press forward swiftly.
12. When we have already committed heavy resources and no easy out in the
business market and competitors are likely to take over from us; we are in a
surrounded or encircled situation. Immediate actions are to eliminate our
weaknesses and hinder competitors from attacking constituents.
13. When we can survive only if we can win the business market quickly, we are in
deadly or desperate situation. Immediate action is to let all employees' face
the fact that there is no choice but reacts urgently or the business may not
survive.
14. In managing competitive actions, effective executive would advance when it
was to their advantage and halts when situations were unfavourable. (11.4)
15. Effective executive would make the situations difficult to competitors and
their people. Their defences and co-ordination among themselves are difficult,
co-operation difficult, supporting difficult, communication difficult,
concentration of efforts difficult, and disorderly makes discipline difficult.
16. Awareness of business situation and react speedily using innovative
approaches and attacking competitors' weaknesses. (11.5)
17. Care and look after your people. (11.6)
18. Competitive actions will succeed only if all people in the organisation
committed to the same goal and have a unified objective.
19. Make sure that all employees are in excellent conditions. Keep them in good
health, good spirit and good morale. Reserve their energy and never over-load
them. Only those companies in these conditions that the company can meet
unexpected challenges.
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20. Make business urgent to ensure co-operation and alignment of vision. (11.7)
21. When the company is fully committed and has no alternative but to struggle
for survival, people will stay alert, do without asking them co-operate without
direct them, follow instruction without order them. All rumours should be
avoided and there is no suspicion among employees. Winning the business
competition will come soon.
22. Those who are skilful in business should ensure all the resources work
together in co-operation. (11.8)
23. Alignment of the company workforce to the vision depends on good
management. (11.9)
24. Effective executive should create a situation whereby the whole workforce
committed to the same goal. He would then execute the strategic plans
accordingly with clear and distinct orders
25. The leader of a company should have a mind that is serene and unfathomable.
He must administrate his workforce in an impartial and upright manner.
(11.10)
26. The executive of a company should demonstrate his commitment to the
workforce and remain true to this commitment on all he does. (11.11)
27. The executive should also put the organisation into a position where the
highest level of performance is necessary for survival.
28. The more successful of business, the more motivated and committed the
workforce will be towards their works and make contributions. (11.12)
29. Align the workforce to the vision of the company. (11.13)
30. Company who does not understand the intention of potential partner cannot
from alliances with them. (11.14)
31. Business strategic plan of actions cannot be formulated without the full
understanding and awareness of the dynamic changes of current market
situation and business information.
32. If a company is strong, it does not need to seek alliance. (11.15)
33. Unify the thinking of all people and make them work for you. (11.16)
34. Effective executive should lead the company by showing good examples,
motivate people by giving out reward, and put them in a desperate position by
committing fully or-else failure.
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35. Appear not to be strong, but when opportunities arise, launch the business
attack. (11.17)
Detailed statistics of Book "The Nine Types of Battlegrounds" are provided in the
following:
(i) Statement 11.1 - Ground can be classified into nine geographical positions
according to the way of using military operations. (Competitive situations
can be different according to the way business conducted.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 0 0
2 2 9
3 9 41
4 6 27
5 5 23
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Statement 11.2 - A position, where three neighbouring states meet, and
which whoever first gets control of will gain the support of other
neighbouring state. (By making market alliance, stronger market control
and strategy will be obtained.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
.3 6 26
4 8 35
5 8 35
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 11.3 - Never in a disperse land; fight a fast-ditch battle in
desperate ground. (Never attack your competitor when your resources is
not focused.)
Level of Importance Responses Responses (%)
1 1 4
2 1 4
3 7 30
4 11 48
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Statement 11.2 - A position, where three neighbouring states meet, and
which whoever first gets control of will gain the support of other
neighbouring state. (By making market alliance, stronger market control
and strategy will be obtained.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
.3 6 26
4 8 35
5 8 35
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Statement 11.3 - Never in a disperse land; fight a fast-ditch battle in
desperate ground. (Never attack your competitor when your resources is
not focused.)
Level of Importance Responses Responses (%)
1 1 4
2 1 4
3 7 30
4 11 48
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Statement 11.4 - The skilled generals would advance when it was to their advantage
and halt when situations were unfavourable. (In managing competitive actions,
effective executives would advance when it was to their advantage and halt when
situations were unfavourable.)
Level of Importance Responses Responses (cY0)
1 1 4
2 3 13
3 8 35
4 9 39
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
(v) Statement 11.5 - The essence of military operations is speed, taking advantage of
the enemy's not preparing, going by routes he does not expect and attacking him
where he is not on ground. (Awareness of business situation and react speedily
using innovative approaches and attacking competitors' weaknesses.)
Level of Importance Responses Responses (%)
1 0 0
2 6 26
3 9 39
4 8 35
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(vi) Statement 11.6 - Nourish your men and do not exhaust them; keep them in
high morale and conserve their energy. (Care and look after your people.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 7 30
4 9 39
5 6 26
5 levels of importance: I is the least importance, and 5 is the most importance
(vii) Statement 11.7 - If there is no choice but fight a desperate battle, they will
co-operate closely and consciously follow your direction. (Make business
urgent to ensure co-operation and alignment of vision.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 8 35
4 9 39
5 4 17
5 levels of importance: I is the least importance, and 5 is the most importance
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(viii) Statement 11.8 - Those who are skilled in military operations should be as
dextrous as the shuairan, the snake of Mount Chang. (Those who are skilful
in business should ensure all the resources work together in co-operation.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 5 22
4 11 48
5 6 26
5 levels of importance: I is the least importance, and 5 is the most importance
(ix) Statement 11.9 - Uniting the soldiers to fight bravely depends on good
management and command. (Alignment of the company workforce to the
vision depends on good management.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 5 22
4 10 43
5 7 30
5 levels of importance: I is the least importance, and 5 is the most importance
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(x) Statement 11.10 - In commanding an army, a general must have a mind that
is serene and unfathomable. He must administrate his troops in an impartial
and upright manner. (The leader of a company should have a mind that is
serene and unfathomable. He must administrate his workforce in an
impartial and upright manner.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 0 0
2 0 0
3 9 39
4 8 35
5 6 26
(xi) Statement 11.11 - A general who leads his troops to fight a decisive battle should
cut off all means of retreat. He should make his troops understand they have no
alternatives. (The executive should demonstrate his commitment to the workforce
and remain true to this commitment on all he does.)
Level of Importance 1
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(xii) Statement 11.12 - The way to make war in the enemy's state is as follows:
the deeper your troops penetrate into hostile territory, the more they
concentrate their spirit to fight. (The more successful of business, the more
motivated and committed the workforce will be towards their works and
make contributions.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 5 22
4 10 43
5 6 26
(xiii) Statement 11.13 - Unify the will of your soldiers. (Align the workforce to
the vision of the company.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 5 22
4 8 35
5 9 39
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(xiv) Statement 11.14 - A general who is ignorant of the intention of the
neighbouring princes cannot form alliances with them. (Company who does
not understand the intention of potential partner cannot from alliances with
them.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 7 30
4 9 39
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
(xv) Statement 11.15 - A state with such an invincible army does not need to
seek alliances with other states. (If a company is strong, it does not need to
seek alliance.)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 7 30
4 9 39
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(xvi) Statement 11.16 - You can command thousands upon thousands of horses
and men as if you were leading a single man. (Unify the thinking of all
people and make them work for you.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 6 26
4 10 43
5 7 30
5 levels of importance: 1 is the least importance, and 5 is the most importance
(xvii) Statement 11.17 - At first assume the coyness of a maiden and when the
enemy gives you an opening, attack him as swiftly as running hare. (Appear
not to be strong, but when opportunities arise, launch the business attack.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 8 35
4 9 39
5 6 26
5 levels of importance: 1 is the least importance, and 5 is the most importance
Mean
5
Statements
4
3
2
1
12.1 12.2 12.3 12.4 12.5
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Finding XII. Attacking with fire
Statements of Book 12
"Attacking with fire"
Business Management Strategies
"Destroying Reputation"
12.1 There are suitable seasons to launch a fire
attack and suitable days for starting afire.
Key to success is recognising good
opportunities.
12.2 lf you start afire from up-wind, never launch
an attack from down-wind.
Always stay ahead of your competitors.
12.3 Any army must know about the varying
situations under the five ways of fire attack
and keep waiting for suitable time.
Remains flexible and adapts accordance
to the changing situation.
12.4 To win a battle and capture the spoils but to
fail	 to	 consolidate	 such	 achievements
forebode danger. For it is a waste of effort.
Build on past achievement; never sit on
the present situation and	 continuous
keep on innovation.
12.5 A state that has perished can never revive,
nor can a man who has died be brought back
to lift.
A simple mistake could ruin the whole
business.
Statements	 I	 Responses	 I	 Mean
12.1 23 4.04
12.2 23 3.87
12.3 23 3.61
12.4 23 3.87
12.5 23 3.74
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for destroying reputation based on Sun
Tzu's The Art of War are 3.8 in average, which is close to the "very important"
ranking position. This high ranking implies that Sun Tzu's wisdom in this Book
was widely used and adopted as Chinese business and management strategies in
destroying reputation.
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To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Destroying a competitor's reputation is the last resort that could possibly use
and the most dangerous competitive operation.
2. There are five areas of attack of reputation. These include personnel, personal
relationships or management structure (troop), organisational products and
individual performance (provisions and property), employees and facilities
(equipment), suppliers and supporters (arsenals), and capital resources and
financial backing (transportation lines).
3. Key to success is recognising good opportunities. (12.1)
4. Appropriate timing for destroying competitors' reputation is when there are
other difficulties present on other political and economic scene.
5. Always stay ahead of your competitors. (12.2)
6. Destroying reputation is a method of permanently defeating competitors.
7. Effective business should remain flexible and adept accordance to the changing
situation. (12.3)
8. Good management practices are based on the previous achievements. It must
not sit on the present situation and continuous look for innovation. (12.4)
9. Defeating a competitor without great benefit is a misfortune. Executive
should weight the gained benefits before launching a challenge.
10. A simple mistake could ruin the whole business. (12.5)
11. A wise executive should not compete out of the emotion. It must be well
understood that a destroyed reputation cannot be restored.
Detailed statistics of Book "Attacking with fire" are provided in the following:
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(i) Statement 12.1 - There are suitable seasons to launch a fire attack and
suitable days for starting a fire. (Key to success is recognising good
opportunities.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 8 35
4 6 26
5 9 39
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Statement 12.2 - If you start a fire from up-wind, never launch an attack
from down-wind. (Always stay ahead of your competitors.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 4 17
4 12 52
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Statement 12.3 - Any army must know about the varying situations under
the five ways of fire attack and keep waiting for suitable time. (Remains
flexible and adapts accordance to the changing situation.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 48
4 10 43
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iv) Statement 12.4 - To win a battle and capture the spoils but to fail to
consolidate such achievements forebode danger. For it is a waste of effort.
(Build on past achievement, never sit on the present situation and continuous keep
on innovation.)
Level of Importance Responses Responses (%)
1 0 0
2 0 0
3 7 30
4 12 52
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(v) Statement 12.5 - A state that has perished can never revive, nor can a man
who has died be brought back to life. (A simple mistake could ruin the
whole business, because taking everything seriously be)
Level of Importance Responses Responses (%)
1 0 0
2 1 4
3 8 35
4 10 43
5 4 17
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding XIII Espionage
Statements of Book 13
"Espionage"
Business Management Strategies
"Gathering Intelligence"
13.1 A general emoluments to employ spies and is
thus ignorant of the enemy's situations, he
is, of course, completely devoid of humanity.
Ignorant of the competitor's situations is
danger that may lead to waste resources.
13.2 An	 able	 general	 achieves	 extraordinary
accomplishments because they can foresee
the development of war. Such foreknowledge
cannot be obtained from ghosted and spirits,
it must be obtained from the people who
clearly know the enemy's situations.
Achieve extraordinary accomplishments
by good management of people who
clearly understand the market situation.
13.3 When you use the five kinds of secret agents
simultaneously, the enemy cannot know the
principle of their operation. It is divinely
intricate and becomes the greatest magic
weapon for the sovereign to defeat the
enemy.
Use	 many	 ways	 of	 gathering
information from the market, this will
help	 to	 hide	 you	 intention	 from
competition, help to make wise decision.
13.4 There	 is	 no place	 where	 espionage
	 is
possible.
Information	 gathering	 is	 always
possible.
13.5 You must know and instruct your spies to
investigate names etc., in details.
Detail information of the market is
essential.
13.6 You must ascertain those enemy spies who
have been sent to conduct espionage against
you. Bribe them, exhort and release them to
serve	 you.	 At	 last,	 they	 will	 become
converted spies and work for you.
Recognise and try to recruit talented
people to work for your company.
13.7 Use the intelligent men as spies and achieve
great tasks.
Recognise talented people achievement
in your company to achieve great task.
13.1 23 3.13
13.2 23 3.26
13.3 23 2.91
13.4 23 2.87
13.5 23 3.26
13.6 23 2.96
13.7 23 3.65
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
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These business management strategies for gathering intelligence based on Sun
Tzu's The Art of War are 3.2 in average which is slightly more than the
"importance" ranking position. This ranking implies that Sun Tzu's wisdom in
this Book was generally used and adopted as Chinese business and management
strategies in gathering intelligence.
This Book had a fair response of importance. To be successful, it is essential to
have a better understanding of the objectives, resources and activities of the
competitors, customers and constituents. Understanding the competitors'
business strategies, companies can avoid direct attacks or prepare for solutions.
In knowing the customers' needs, companies can also easily fulfil the requirements
and increase the market share.
To summarise these essential strategies for business and management excellence,
the following points are identified:
1. Ignorant of the competitor's situations is danger that may lead to waste
resources. (13.1)
2. Achieve extraordinary accomplishments by good management of people who
clearly understand the market situation. (13.2)
3. A smart executive should try to obtain that critical and useful information of
competitors; for instance, the objectives, resources, and activities. He knows
the details of the competition and constituencies, further he win because he
confuses the situation by providing some misleading information about his
own objectives, resources, and activities.
4. This critical information or intelligence comes from people who have first hand
information or knowledge of the competition.
5. Use many ways of gathering information from the market, this will help to hide
you intention from competition, helps to make wise decision. (13.3)
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6. Intelligence information may come from difference sources: internal sources of
information of the competitors, counter-intelligence from both sides and
internal intelligence within the company
7. Information gathering is always possible. (13.4)
8. Detail information of the market is essential. (13.5)
9. Recognise and try to recruit the talented people to work for your company.
(13.6)
10. Recognise talented people's achievement in your company to achieve great
task. (13.7)
Detailed statistics of Book "Espionage" are provided in the following:
(i)
 
Statement 13.1 - A general emoluments to employ spies and is thus ignorant
of the enemy's situations, he is, of course, completely devoid of humanity.
(Ignorant of the competitor's situations is danger that may lead to waste resources.)
Level of Importance i
	
Responses
	
1
	
Responses (%)
1 0 0
2 6 26
3 9 39
4 7 30
5 I 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Statement 13.2 - An able general achieves extraordinary accomplishments because
they can foresee the development of war. Such foreknowledge cannot be obtained
from ghosted and spirits, it must be obtained from the people who clearly know the
enemy's situations. (Achieve extraordinary accomplishments by good management
of people who clearly understand the market situation.)
Level of Importance Responses Responses (%)
1 0 0
2 4 17
3 11 48
4 6 26
5 2 9
(iii) Statement 13.3 - When you use the five kinds of secret agents simultaneously, the
enemy cannot know the principle of their operation. It is divinely intricate and
becomes the greatest magic weapon for the sovereign to defeat the enemy. (Use
many ways of gathering information from the market, this will help to hide you
intention from competition, help to make wise decision.)
Level of Importance Responses Responses CYO
1 1 4
2 6 26
3 12 52
4 2 9
5 2 9
5 levels of importance: I is the least importance, and 5 is the most importance
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(iv) Statement 13.4 - There is no place where espionage is not possible.
(Information gathering is always possible.)
Level of Importance Responses Responses (%)
1 0 0
2 9 39
3 9 39
4 4 17
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(v) Statement 13.5 - You must know and instruct your spies to investigate
names etc., in details. (Detail information of the market is essential.)
Level of Importance Responses Responses (%)
1 1 4
2 3 13
3 10 43
4 7 30
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(vi) Statement 13.6 - You must ascertain those enemy spies who have been sent
to conduct espionage against you. Bribe them, exhort and release them to
serve you. At last, they will become converted spies and work for you.
(Recognise and try to recruit talented people to work for your company.)
Level of Importance 1
	
Responses
	
1
	
Responses CYO
1 0 0
2 7 30
3 11 48
4 4 17
5 1 4
5 levels of importance: I is the least importance, and 5 is the most importance
(vii) Statement 13.7 - Use the intelligent men as spies and achieve great tasks.
(Recognise talented people achievement in your company to achieve great
task.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 0 0
2 1 4
3 9 39
4 10 43
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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5. Survey on Business Management Strategies using the Thirty-six
Strategies
Finding 1. Strategies for Ensuring Win
Strategies for Ensuring Win
Si. Cross the sea by deceiving the sky. 
S2. Besiege Wei to rescue Zhao. 
S3. Kill with a borrow knife. 
S4. Relax and wait for the adversary to tire
himself out.
S5. Loot a burning house.
56. Make a feint to the east while attacking in
the west.
Strategies	 I	 Responses	 I	 Mean 
Si
	 23	 2.43
S2	 23	 3.26
S3	 23	 2.22
S4	 23	 2.39
S5	 23	 2.04
S6	 23	 2.91
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for strategies for ensuring win based on The
"Thirty-six Strategies" are 2.6 in average which is in between the "not
importance" and "importance" ranking positions. This comparatively low ranking
implies that the "Thirty-six Strategies" approaches for ensuring win were not
widely adopted as Chinese business management strategies.
Statement 2 "Besiege Wei to rescue Zhao" and statement 6 "Make a feint to the
east while attacking in the west" managed to get higher points compared with the
others because as both of them focusing on the efficiency and probability of
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success. Both strategies spread misleading information about attacking
constituents giving better chance of winning another competitions. These also
confirm with Sun Tzu's philosophy of employing intelligence and talent people
collecting market information to ensure win. During the competitive situation, the
executive should be familiar with the objectives and resources before engaging in
any competition. These strategies of ensuring win would find useful when
competing in business. These should be accomplished by proper staff training,
better resources provisions, staff morale, better leadership, etc.,
Statement 1, 3, 4, and 5 were having relatively low scores and found to be less
popular to the respondents. These strategies give people the feelings that they are
more on the deceiving people's side.
To summarise these essential strategies for business and management excellence,
the following points are identified:
Strategy 1. Cross the sea by deceiving the sky.
In business competition situations, people may try to create an atmosphere
or impression of familiarity situation to their competitors, within which they
are actually manoeuvring that are different to the real situations. However,
this practice will give people the bad feelings of dishonesty and immorality.
About 52% of the respondents ranked this strategy "not importance" or less.
Strategy 2. Besiege Wei to rescue Zhao.
During business competition, a strong company is about to take over a
weaker company. However a third company can gain a good reputation by
attacking the aggressor in apparent behave as the defender, and also
eventually absorb the weakened defender to boot, without incurring the
same opprobrium that would be levelled at outright aggression. At least,
apparently the company is seen to be righteous and helpful to others. About
78% of the respondents ranked this strategy "importance" or above.
Strategy 3. Kill with a borrow knife.
When a company in a business conflict is weakening, that company may
draw some other companies into the competition, thus delivering a fight
back while conserving own strength. Eventually the enemy may be defeated
and destroyed. Then that company may take over the whole business. The
practice is not benevolent. About 78% of the respondents disagreed with
this strategy and ranked "not importance" or less.
Strategy 4. Relax and wait for the adversary to tire himself out.
Before starting any business competition, the company tries to preserve the
energy while the opponents are carrying out some things else of no
importance hoping that the opponents energy are exhausted. This approach
is shameful because of defeating someone in an unfair situation. About 52%
of the respondents disagreed with this strategy and ranked it "not
importance" or less. About 35% of them ranked this strategy "importance"
probably because they considered that people should try to get hold of
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opportunities in business. However, they can still be able to manage the
activities in a more proper way.
Strategy 5. Loot a burning house.
Some company may use other companies' troubles as opportunities to gain
something. This practice is immoral and shameful. On the other hand that
company should try to help the opponent first and gain reputation and trust
for the company. About 69 % of the respondents disagreed with this
strategy and ranked it "not important" or less. Only 30% ranked it
"importance" or above.
Strategy 6. Make a feint to the east while attacking in the west.
During competitive situation, company spreads misleading information about
intentions, or makes false suggestions, in order to induce the opponent to
concentrate his defences on one front and thereby leave another front
vulnerable to attack. About 70% of the respondent considered this strategy
"importance" or above. The high ranking of this strategy over the others
probably due to the reason that it gives people the impression that it is a
proper strategy and helps improve the efficiency and effectiveness of works.
Detailed statistics of Strategies for Ensuring Win are provided in the following:
(i)
 
Strategy Sl. - Cross the sea by deceiving the sky. (To hide secrets in the
obvious to avoid detection.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 4 17
2 8 35
3 9 39
4 1 4
5 1 4
5 levels of importance: I is the least importance, and 5 is the most importance
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(ii) Strategy S2. - Besiege Wei to rescue Zhao. (To attack an adversary's
weakest point (e.g. attack an adversary's lieutenant), divide and rule.)
Level of Importance Responses Responses (%)
1 0 0
2 5 22
3 9 39
4 7 30
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Strategy S3. - Kill with a borrow knife. (To make use of someone else's
resources to do your job.)
Level of Importance Responses Responses (%)
1 3 13
2 15 65
3 2 9
4 3 13
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Strategy S4. - Relax and wait for the adversary to tire himself out. (To use
patience to wear down the adversary)
Level of Importance Responses Responses (%)
1 6 26
2 6 26
3 8 35
4 2 9
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(v) Strategy S5. - Loot a burning house. (To exploit and capitalise on an
opportunity at the expense of your adversary's chaotic situation.)
Level of Importance Responses Responses CYO
1 9 39
2 7 30
3 4 17
4 3 13
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(vi) Strategy S6. - Make a feint to the east while attacking in the west. (To
confuse your adversary's command, and mislead your adversary.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 3 13
2 4 17
3 9 39
4 6 26
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding 2. Strategies for Planning of Opportunism
Strategies for Planning of Opportunism 
S7. Create something out of nothing. 
S8. Pretend to advance down one. 
S9. Watch the fire burning from across the
river.
S10. Conceal a dagger in a smile. 
Si]. Sacrifice the plum for the peach.
SI2. Take a goat in passing.
Strategies	 I	 Responses	 I	 Mean 
S7	 22	 2.34
S8	 22	 2.70
S9	 23	 2.00
SIO	 23	 1.78
Sll	 23	 2.78
S12	 23	 2.17
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for strategies for planning of opportunism
based on The "Thirty-six Strategies" are 2.4 in average which is in between the
"not importance" and "importance" ranking positions. This comparatively low
ranking implies that the "Thirty-six Strategies" approaches for planning of
opportunism were not widely adopted as Chinese business management strategies.
Statement 8 "Pretend to advance down one" and Statement 11 "Sacrifice the plum
for the peach" managed to score higher comparing with the others because these
strategies focus on proper planning and execution of strategy without causing
someone disadvantage.
To summarise these essential strategies for business and management excellence,
the following points are identified:
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Strategy 7 Create something out of nothing
During business competition, a false idea is created or being conveyed in the
mind of the opponent as a reality. In fact the company does not have what it
does. The mean score for this strategy was 2.34. About 59% of the
respondents disagreed with this strategy and ranked it "not importance" or
less. This strategy gives people the impression of creating something out of
nothing is rather improper and dishonest.
Strategy 8. Pretend to advance down one.
In business operation, a company sets up a false situation distracting
opponent's attention, then penetrate the opponent's market without notice.
The mean score for this strategy was 2.70. This capturing the market
without notice considered by the respondents as "importance" or more by
64%. This may be considered as a useful tactic in business competition.
Strategy 9. Watch the fire burning from across the river
In business competition, a company calmly looks on when adversary's
experience troubles, waiting for them to be out of business without offering
any help. Average score for this strategy was only 2.00. About 79% of the
respondents disagreed with this strategy and ranked "not importance" or
less. This strategy is immoral and not righteous. Probably most of the
respondents believed that although engaging in business war, offering help to
the competitors today may eventually receive help from them in the future.
Strategy 10. Conceal a dagger in a smile.
In business competition, companies ingratiates with competitors, with the
objective of gaining their trust and confidence. Once their objectives are
achieved, they move against them in secret. The mean score for this strategy
was about 1.78, which was the lowest among all strategies. About 82% of
the respondents disagreed with this strategy and ranked "not importance" or
less. The disagreement on this strategy in business revealed that it is
immoral and not righteous. Chinese business and management practices
believe in words and deeds, sincere and co-operation. Nevertheless,
business competitors should always be alert of those people whom might use
some improper tricks in making business.
Strategy I I. Sacrifice the plum for the peach.
In business operations, some companies may have to scarify in order to
achieve a greater goal. The mean score for this strategy was 2.78. About
70% of the respondents agreed with this strategy and ranked "importance"
or above. Most of the respondents reckon honesty is vital and important in
business. For whatever reasons, it is improper to substitute one thing for
another unless the products or services to be replaced are far superior to the
original one. In that case the customers will believe that the replacement
was an improvement of what had been provided previously. Chinese
business and management practices believe in words and deeds, sincere and
honesty.
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Strategy 12. Take a goat in passing.
In business, some companies take advantage of any opportunity, however
small, and avail themselves of any profit, however light. They behaved so
calmly and naturally, as they had been doing a normal and proper thing, that
their competitors never noticed them. The average score for this strategy
was 2.17. About 61% of the respondents disagreed with this strategy and
ranked "not importance" or less. Again it is improper to take advantage on
the others, both immoral and discourtesy.
Detailed statistics of Strategies for Planning of Opportunism are provided in the
following:
(i) Strategy S7. - Create something out of nothing. (Turn something that was
not sustained into reality.)
Level of Importance Responses Responses (%)
1 5 23
2 8 36
3 3 14
4 6 27
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
Responses (%)
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(ii) Strategy 58. - Pretend to advance down one. (To distract the enemy by
making a deliberate gesture to attack in one direction while attacking in
another where the enemy does not defend.)
Level of Importance Responses Responses CYO
1 2 9
2 6 27
3 9 41
4 4 18
5 1 5
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Strategy S9. - Watch the fire burning from across the river. (To allow your
adversaries to fight the enemy themselves while you rest and observe, and
defeat the exhausted survivor.)
Level of Importance Responses Responses (%)
1 5 22
2 13 57
3 5 22
4 0 0
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Strategy S10. - Conceal a dagger in a smile. (To make your adversary relax
and unaware of your enmity, hide hostility under friendliness.)
Level of Importance Responses Responses (%)
1 9 39
2 10 43
3 4 17
4 0 0
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
(v) Strategy 511. - Sacrifice the plum for the peach. (If need be, sacrifice the
less important in order to preserve the vital; substitute one thing for
another.)
Level of Importance Responses Responses (%)
1 3 13
2 4 17
3 11 ' 48
4 5 22
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(vi) Strategy S12. - Take a goat in passing. (To capitalise on your adversary's
negligence or incompetence.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 6 26
2 8 35
3 8 35
4 1 4
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding 3. Strategies for Waging War
Strategies for Waging War 
S13. Beat the grass to startle the snake.
S14. Raise a corpse from the dead. 
S15. Lure the tiger out of the mountain. 
S16. Let the adversary off in order to snare him. 
S17. Cast a brick to attack a jade. 
S18. To catch bandits, Nab their ringleader first. 
S13 23 2.21
S14 23 2.48
S15 23 2.91
S16 23 2.96
S17 23 3.52
S18 23 3.52
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for strategies for waging war based on The
"Thirty-six Strategies" are 2.9 in average, which is close to "important" ranking
position. This comparative higher ranking implies that the "Thirty-six Strategies"
approaches for planning of opportunism were adopted as Chinese business
management strategies.
Strategy 13. Beat the grass to startle the snakes
In business competition situations, when opponents are reserved and
unfathomable, companies create some sort of stir to see how they will react.
The average score for this strategy was 2.21. About 59% of the respondents
considered this was not a good strategy in waging business war and ranked
"not importance" or less. In reality, business strategy should be kept secret
and not alert the competitors.
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Strategy 14. Raise a corpse from the dead.
In business competitive situations, companies do not use everyone else is
using, but use what others are not using. This can mean reviving something
that has dropped out of use through neglect, or finding uses for things that
had hitherto been ignored or considered useless. The mean score for this
strategy was 2.48. About 61% of the respondents considered this strategy
"not importance" or less. This could mean that most respondents believed
that use what others aren't using might lower the quality standard and
therefore consider improper.
Strategy 15. Lure the tiger out of the mountain
In business competition situations, the companies don't go into the fastness
of powerful opponents' territory, but induce them to come out of their
stronghold. In doing so, the companies have the opportunity of attacking
the opponents' weak points or territory. The mean score for this strategy
was 2.91 and that being considered reasonably close to the mean score of
"importance". About 65% of the respondents agreed with this strategy and
ranked "importance" or above.
Strategy 16. Let the adversary off in order to snare him.
In business competitive situations, the defeated opponents may become the
good partners and extremely useful to the future development of the
company. On the other hand, if the situation is not handled properly, they
may turn back again and strike desperately. After they scatter and lose their
energy, then they can be taken captive without further violence. It is
important to show the executive's wisdom, benevolence and sincere in
handling the situation. The mean score for this strategy was 2.96 and that
being considered reasonably close to the mean score of "importance".
About 66% of the respondents agreed with this strategy and ranked
"importance" or above.
Strategy 17. Cast a brick to attack a jade.
In business competitive situations, the companies present something of
superficial or apparent worth to induce opponents to produce something of
real worth. The mean score for this strategy was 3.52 and that being
considered reasonably high. About 82% of the respondents agreed with this
strategy and ranked "importance" or above. In business operation, it is
important to show initiatives and positive actions demonstrating the ability
and potential of the company. To be able to attract profits would be the
added advantage. This strategy show the positive view of respondents in
employing strategies in business.
Strategy 18. To catch bandits, nab their ringleader first.
In business competitive situations, when the companies confronted with a
massive opposition, take aim at its central leadership. The mean score for
this strategy was 3.52 and that being considered reasonably high. About
88% of the respondents agreed with this strategy and ranked "importance"
or above. In business operation, it is important to have the business focus
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and vision; otherwise it may loose attention easily. This strategy show the
positive view of respondents in employing strategies in business.
Detailed statistics of Strategies for Waging War are provided in the following:
(i)	 Strategy S13. - Beat the grass to startle the snake. (Do not tip off your adversary.)
Level of Importance Responses Responses (%)
1 8 35
2 5 22
3 7 30
4 3 13
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
(ii) Strategy S14. - Raise a corpse from the dead. (To use something dead to achieve
your own ends.)
Level of Importance Responses Responses (%)
1 3 13
2 11 48
3 4 17
4 5 22
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iii) Strategy S15. - Lure the tiger out of the mountain. (To have your
adversaries deploy their strongest element away from their defence base.)
Level of Importance Responses Responses (%)
1 2 9
2 6 26
3 8 35
4 6 26
5 1 4
5 levels of importance: I is the least importance, and 5 is the most importance
(iv) Strategy S16. - Let the adversary off in order to snare him. (Do not arouse
your adversary's spirit to fight back.)
Level of Importance Responses Responses (%)
1 1 4
2 7 30
3 10 43
4 2 9
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(v) Strategy S17. - Cast a brick to attack a jade. (To use a bait (like alike) to
catch something big.)
Level of Importance 1
	
Responses i
	
Responses (%)
1 2 9
2 2 9
3 5 22
4 10 43
5 4 17
5 levels of importance: 1 is the least importance, and 5 is the most importance
(vi) Strategy S18. - To catch bandits, nab their ringleader first. (Shoot at the
horse first in order to shoot the rider.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 3 13
2 2 9
3 4 17
4 8 35
5 6 26
5 levels of importance: I is the least importance, and 5 is the most importance
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Finding 4. Strategies for Confusing Enemy
Strategies for Confusing Enemy 
SI9. Remove the .fire from under the cauldron. 
S20. Catching fishes from troubled water. 
S21. The cicada sheds its shells.
S22. Fasten the door to catch a thief 
S23. Be friend a distant state while attacking a
neighbouring state.
S24. Borrow a safe passage to conquer the
Kingdom of Guo.
S1923
	
3.34
S20	 23	 2.78
S21	 23	 3.00
S22	 23	 4.13
S23	 23	 2.39
S24	 23	 2.30
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for confusing enemy based on The
"Thirty-six Strategies" score 3.0 in average that falls in the "importance" ranking
position. This comparatively higher ranking implies that the "Thirty-six
Strategies" approaches for confusing enemy could be adopted as Chinese business
management strategies.
Strategy 19. Remove the fire from under the cauldron.
During business competitive situation, companies cannot handle an
adversary in head-on competition. They can still win by undermining the
opponents' resources and morale. The mean score for this strategy was
3.34. About 87% of the respondent considered this strategy "importance"
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or above. The high ranking of this strategy over the others probably due to
the reason that it gives people the impression that it is a proper strategy and
demonstrate the good strategic planning and determination of the executive.
Strategy 20. Catching fishes from troubled water.
During competitive situation, the opponents were confused about their
direction and goal of their business, and then other companies may take this
opportunity and get advantage. It may mean taking over business
uncommitted or disenfranchised. The mean score for this strategy was 2.78.
About 66% of the respondents considered this strategy "importance" or
above. This strategy demonstrates the flexibility in policy, speedy and
positive action of the companies.
Strategy 21. The cicada sheds its shells
During competitive situation, companies might have to leave behind false
appearances created for strategic purposes. Like the cicada shell, the facade
remains intact, but the real action is now elsewhere. The mean score for this
strategy was 3.00. About 61% of the respondent considered this strategy
"importance" or above. The high ranking of this strategy probably it gives
people the impression of a strategy confusing enemy without causing harm
to their opponents.
Strategy 22. Fasten the door to catch a thief
During competitive situation, companies might catch-invading predators by
not letting them get away. You do not let them get back to their homeland
with what they can get from you. If they escape, you don't chase them,
because you will thereby fall prey to the enemy's plot to wear you. The
mean score for this strategy was 4.13. About 90% of the respondent
considered this strategy "very importance" or above. The very high ranking
of this strategy probably it gives people the impression of a strategy
confusing enemy without causing harm to their opponents.
Strategy 23. Be friend a distant state while attacking a neighbouring state.
During business competitive situation, companies might employ business
management strategies for alliances making allies at a distance, attacking
nearby. When they are more vulnerable to those close by than those far
away, they can defend themselves by keeping the opponents around them off
balance. In the meantime they can cut of their field of manoeuvre by
securing a broader ring of alliances surrounding them. This strategy can also
be interpreted as the immediate problems should be attended first than those
of longer term. The mean score for this strategy was 2.39. About 66% of
the respondent disagreed with this strategy and ranked "not importance" or
less. The high percentage of disagreement with this strategy for alliances
reflects the situation that attacking nearby neighbours in Hong Kong is
rather uncommon. Contrary Hong Kong business in the past enjoys the free
market and fair competition from all over the world. Because of the free
market situation together with all fair legislation and policies, Hong Kong
becomes one of the most prosperous and economic advanced countries in
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the world. On the other hand, if the alternative interpretation of the strategy
of solving the most urgent and immediately problem first, then that would
lead to a fair and good strategy. That would give people proper guide and
helps prioritise their business problems accordingly.
Strategy 24. Borrow a safe passage to conquer the Kingdom of Guo.
During business competitive situation, companies might use the opportunity
of borrowing the right of way of a weak party to attack the strong
neighbour. They secure the temporary use of another party's facilities in
order to move against a mutual enemy. After having used these facilities to
prevail over the enemy, they then turn and use them against the party from
whom they borrow them. The mean score for this strategy was 2.30. About
61% of the respondent considered this strategy "not importance" or less and
39% "importance" and above. The high percentage of respondents
disagreed with this strategy for alliances reflects the situation that alliance
and then attacking in Hong Kong business is rather uncommon. However,
there is still a substantiate percentage of respondent agreed on this strategy.
Detailed statistics of Strategies for Confusing Enemy are provided in the
following:
(i) Strategy S19 - Remove the fire from under the cauldron. (To wear down
your adversary's resources first before attacking him; get radical measures,
effect a permanent cure.)
Level of Importance Responses Responses (%)
1 1 4
2 2 9
3 11 48
4 6 26
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Strategy S20. - Catching fishes from troubled water. (Fishes feel lost and
disillusioned in troubled waters; therefore, they become easy prey. Create a
chaotic and panicky situation, the adversary can neither think nor see clearly
to respond to the pressing situation.)
Level of Importance 1
	
Responses
	
1
	
Responses (%)
1 4 17
2 4 17
3 9 39
4 5 22
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Strategy S21. - The cicada sheds its shells. (When escaping, do so secretly
without making it public. Develop a false stronghold to deter the adversary
from attacking, then secretly leaving an empty nest.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 2 9
2 7 30
3 6 26
4 5 22
5 3 13
5 levels of importance: 1 is the least importance, and 5 is the most importance
Page 110
Responses (%)
100 	
rr/
1
ri 
 2	 3	 4 5
Importance
90
80
70
60
50
40
30
20
10
Responses (%)
100 	
90
80
70
60
50
40
30
20
10 /
.43gM 
4	 5
0 Importance
1	 2	 3
Page 111
Appendix F	 Survey on Implementation of Sun Tzu's the Art of War and
The Thirty-six Strategies in Hong Kong Business Environment
(iv) Strategy S22. - Fasten the door to catch a thief. (To destroy a weak adversary
completely, leave no loophole for escape; to use total encirclement. If you allow a
weak adversary to escape, he may make a comeback in the future.)
Level of Importance Responses Responses (%)
1 0 0
2 2 9
3 2 9
4 10 43
5 9 39
5 levels of importance: I is the least importance, and 5 is the most importance
(v) Strategy S23. - Be friend a distant state while attacking a neighbouring state.
(Adversaries at a distance can be a temporal ally. Do not attempt to take on too
many enemies at any one time. Another similar idiom states that a far away supply
is no good in saving a nearby fire. The immediate danger needs to be taken care of
first. If there is no short term, there is no longer term to consider.)
Level of Importance Responses Responses (%)
1 2 9
2 13 57
3 5 22
4 3 13
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
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(vi) Strategy S24. - Borrow a safe passage to conquer the Kingdom of Guo.
(Help the weak when the weak is not threatening so as to win over their
support. Mere talk will not save the weak; action speaks louder than words.)
Level of Importance 1
	
Responses 1
	
Responses (%)
1 6 26
2 8 35
3 6 26
4 2 9
5 1 4
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Finding 5. Strategies for Alliances
Strategies for Alliances 
S25. Steal the beams and pillars and replace
them with rotten timber. 
S26. Point at the mulberry but cause the locust. 
S27.Play dumb. 
S28. Remove the ladder after your ascent. 
S29. Decorate the tree with fake blossoms. 
S30. Turn yourself into a host from being a
guest.
Strategies	 I	 Responses	 I	 Mean
S25 23 3.52
S26 23 2.13
S27 23 2.83
S28 23 2.13
S29 23 2.57
S30 23 3.65
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for alliances based on The "Thirty-six
Strategies" score 2.8 in average that is close to the "importance" ranking position.
This ranking implies that these strategies for alliances originated from "Thirty-six
Strategies" were less-significantly adopted as Chinese business management
practices. However there are two strategies (Strategy 25 and Strategy 30) score
over 3.5 that may be considered as useful strategies for alliances.
Strategy 25. Steal the beams and pillars and replace them with rotten timber
During business competitive situation, companies might try to recruit top
talent from among allies, including them to join the companies concern the
mean score for this strategy was 3.52. About 78% of the respondent agreed
with this strategy and ranked "importance" or above. The high percentage
of agreement with this strategy for alliances reflects the situation that
recruiting the best talent people working for the company is quite proper.
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Companies should be alert all the time the competitor situation even they are
in alliances.
Strategy 26.	 Point at the mulberry but cause the locust.
During business competitive situation, companies might criticise the
competitors indirectly, getting the point across without confrontation. It
also shows that using some power would win the competition. The mean
score for this strategy was 2.13. About 70% of the respondent agreed with
this strategy and ranked "importance" or above. The high percentage of
agreement with this strategy for alliances reflects the situation that the
respondents prefer to win the business through fair competitions but not
indirect tactics
Strategy 27. Play dumb.
During competitive situation, companies might pretend to be stupid and
ignorant, and let the adversary underestimate their capabilities. The mean
score for this strategy was 4.13. About 91% of the respondent considered
this strategy "very importance" or above. The very high ranking of this
strategy probably it gives people the impression of a strategy confusing
enemy without causing harm to their opponents.
Strategy 28. Remove the ladder after your ascent.
During competitive situation, companies might manoeuvre enemies into a
point of no return by baiting them with what look like advantages and
opportunities. The mean score for this strategy was 2.13. About 74% of
the respondent disagreed with this strategy and considered this strategy "not
importance" or less. Probably most of the respondents believed that it is
immoral and not righteous to use this strategy.
Strategy 29. Decorate the tree with fake blossoms.
During business competitive situation, companies might dazzle and deceive
the eyes of opponents using showy business results for the purposes of
business alliances, co-operation or manoeuvre. The mean score for this
strategy was 2.57. About 52% of the respondent considered this strategy
"not importance" or less and 48% "importance" and above. The percentage
of respondents agreed with this strategy for alliances although this is not a
proper strategy reflects this is still a common situation in Hong Kong
business.
Strategy 30. Turn yourself into a host from being a guest
During business competitive situation, companies' business might be taken
over by one of its partner purely for business decisions. This taking over of
business might be due to the merging or expansion of business or change of
business strategies. The mean score for this strategy was 3.65. About 88%
of the respondent considered this strategy "importance" and above. The
high percentage of respondents agreed with this strategy and considered
important reflects a common situation in Hong Kong that merging or
expansion of business are purely business decisions based on the profitability
and future prospect of the business.
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Detailed statistics of Strategies for Alliances are provided in the following:
(i)	 Strategy S25. - Steal the beams and pillars and replace them with rotten timber.
(To sabotage, incapacitate, or destroy your adversary by removing his key support.)
Level of Importance Responses Responses (%)
1 3 13
2 2 9
3 4 17
4 8 35
5 6 26
5 levels of importance: I is the least importance, and 5 is the most importance
(ii) Strategy S26. - Point at the mulberry but cause the locust. (To make use of a
subject as a pretext to express one's objections.)
Level of Importance Responses Responses (%)
1 4 17
2 12 53
3 7 30
4 0 0
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
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(iii) Strategy S27. - Play dumb. (To let your adversary underestimate your
capabilities.)
Level of Importance Responses Responses (°/0)
1 3 13
2 4 17
3 11 48
4 4 17
5 1 4
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iv) Strategy S28. - Remove the ladder after your ascent. (To lure an adversary
into a trap, and then cut him off.)
Level of Importance Responses Responses (%)
1 5 22
2 12 52
3 4 17
4 2 9
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
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(v) Strategy S29. - Decorate the tree with fake blossoms. (To exaggerate in
order to mislead your adversary, letting him believe that you are very
strong.)
Level of Importance Responses Responses (%)
1 3 13
2 9 39
3 6 26
4 5 22
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
(vi) Strategy S30. - Turn yourself into a host from being a guest. (To exchange
place/ position; reverse the situation.)
Level of Importance Responses Responses (%)
1 2 9
2 1 4
3 5 22
4 10 43
5 5 22
5 levels of importance: 1 is the least importance, and 5 is the most importance
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Finding 6. Strategies for Defeating
Strategies for Defeating 
S31. Use a beauty to ensnare a man. 
S32. Open the gate of an undefended city. 
S33. Use adversary's spies to sow disorder in
your adversary's camp. 
S34. Inflict pain on oneself in order to infiltrate
adversary's camp and win the confidence of
the enemy.
S35. Scheme with Continuous Circles.
S36. Retreat is the best option.
Strategies	 I	 Responses	 I	 Mean
S31 23 2.09
S32 22 2.09
S33 23 2.74
S34 23 2.43
S35 22 2.96
S36 23 2.74
Mean Value is defined by 5 levels of importance:
1 is the least importance, and 5 is the most importance
These business management strategies for defeating based on The "Thirty-six
Strategies" score 2.5 in average that is in between the "not importance" and
"importance" ranking positions. This ranking implies that these strategies for
defeating originated from "Thirty-six Strategies" were less-significantly adopted
as Chinese business management practices.
Strategy 31. Use a beauty to ensnare a man.
During business competitive situation, companies in the state of defeating
use the charms of women or offer advantage to influence key figures in an
adversary organisation making their decisions. The mean score for this
strategy was 2.09. About 70% of the respondents considered this strategy
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"not importance" or less. The high percentage of disagreement with this
strategy reflects the situation that in Hong Kong using the charms of women
or offering advantage to influence decision making is not common. Hong
Kong in the past twenty years has been very successful in fighting against
corruption. The message of anti-bribery is well spread, and most people
know the consequences of giving or taking a bribe. The result also reflects
the situation that dishonesty, immoral behaviour, and the behaviour of being
corrupt are not generally accepted in the society.
Strategy 32. Open the gate of an undefended city.
During business competitive situation, companies in the state of defeating
pretend to be weak than they really are. Their opponents may defeat
themselves or be mislead by one of the three reactions to the supposed
weakness. Their opponents may become conceited and complacent, leading
to downfall. They may become arrogant and aggressive, leading to
destruction. They may assure the companies are setting up an ambush,
leading to flee. The mean score for this strategy was 2.09. About 63% of
the respondent considered this strategy "not importance" or less. The high
percentage of disagreement with this strategy reflects the situation that most
people thought this strategy is rather passive.
Strategy 33. Use adversary's spies to sow disorder in your adversary's camp.
During business competitive situation, companies in the state of defeating
use improper information to mislead their opponents or spies for inside
information. The mean score for this strategy was 2.74. About 48% of the
respondent considered this strategy "importance" or above and 52% "not
importance" or less. This result shows that some people still do not feel the
importance of market information in business competition.
Strategy 34. Inflict pain on oneself in order to infiltrate adversary's camp
and win the confidence of the enemy.
During business competitive situation, companies in the state of defeating
use the scheme with self-inflicted wounds and make they look like a victim
as well in order to win the sympathy and confidence of opponents. The
mean score for this strategy was 2.43. About 57% of the respondent
considered this strategy "not importance" or less and 43% "importance" or
above. Majority of the respondents disagreed with this strategy probably
because they thought winning the sympathy and confidence of opponents in
business is highly unlikely happened. It is essential that if business is
defeated, people can withstand on their own feet, struggle for survival and
start everything all over again with confidence.
Strategy 35. Scheme with Continuous Circles
During business competitive situation, companies in the state of defeating
use this scheme with continuous circles when they face a more powerful
competitor. They should not head-on confronting with competitor. They
should not concentrate all their resources on only one avenue. They should
keep different plans operating simultaneously in an overall scheme. The
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mean score for this strategy was 2.96. About 68% of the respondent
considered this strategy "importance" or above. The high ranking of this
strategy over the others probably because this is a proper strategy and
demonstrates the good strategic planning in use of resources and
determination of the executive.
Strategy 36. Retreat is the best option.
During business competitive situation, companies in the state of defeating
should consider retreat strategy and reserve the resources for the future.
Surrender is complete defeat, compromise is half defeat, and retreat is not
defeat. The mean score for this strategy was 2.74. About 51% of the
respondent considered this strategy "importance" or above and about 49%
"not importance" or less. This split of opinion probably because some
respondents do not realise that retreating is the best strategy to reserve the
resources and energy for the future return.
Detailed statistics of Strategies for Defeating are provided in the following:
(i) Strategy S31. - Use a beauty to ensnare a man. (To intoxicate or indulge
your adversary with a time/ energy adsorbing activities thereby diminishing
his spirit to fight.)
Level of Importance Responses Responses (%)
1 9 40
2 7 30
3 3 13
4 4 17
5 0 0
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(ii) Strategy S32. - Open the gate of an undefended city. (To generate doubts in
adversary's camp by presenting something that is really simple; let the
adversary overestimate your capabilities.)
Level of Importance Responses Responses (%)
1 6 27
2 8 36
3 7 32
4 0 0
5 1 5
5 levels of importance: 1 is the least importance, and 5 is the most importance
(iii) Strategy S33. - Use adversary's spies to sow disorder in your adversary's
camp. (To spread wrong information; sow distrust or dissension among
your adversaries; sow distrust or discord among one's enemies through
one's counterespionage.)
Level of Importance Responses Responses (%)
1 4 17
2 8 35
3 3 13
4 6 26
5 2 9
5 levels of importance: 1 is the least importance, and 5 is the most importance
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(iv) Strategy S34. - Inflict pain on oneself in order to infiltrate adversary's camp
and win the confidence of the enemy. (To absorb loss in order to win trust;
inflicting an injury on oneself to win confidence.)
Level of Importance Responses Responses (%)
1 4 17
2 9 40
3 6 26
4 4 17
5 0 0
5 levels of importance: I is the least importance, and 5 is the most importance
(v) Strategy S35. - Scheme with Continuous Circles (To turn your adversary's strength
into weakness; lead your adversary on until they fall by their pride; now also means,
a set of interlocking stratagem (series of stratagems) leading your adversary to
defeat.)
Level of Importance Responses Responses (%)
1 3 14
2 4 18
3 5 23
4 8 36
5 2 9
5 levels of importance: I is the least importance, and 5 is the most importance
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(vi) Strategy S36. - Retreat is the best option. (Opting out; not participating /
not playing the game that your adversary wants you to play.)
Level of Importance Responses Responses (%)
1 7 32
2 4 17
3 4 17
4 4 17
5 4 17
5 levels of importance: I is the least importance, and 5 is the most importance
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Survey on the Effect of Chinese Culture on
Business Management Strategies based on Sun Tzu' The Art of War and
Thirty-six Strategy
Please rank the given criteria according to their order of importance.
Key of Ranking:
"1" is regarded as not important
"2" is regarded as below average important
"3" is regarded as average important
"4" is regarded as very important
"5" is regarded as extremely important
a) Strategy 1: Planning of Strategies, Estimation and Leadership
The Chapter 1 Situation Appraisal of Sun Tzu's The Art of War has the following main
themes:
1.1 What is war? It may be described as one of the most important affairs to the state.
1.2 We should analyse and compare the conditions of an enemy and ourselves.
1.3 Any military operation takes deception as its basic quality.
1.4 He who plans and prepares carefully will find himself in a favourable position and win
victory.
The equivalent business and management strategies on "Planning of Strategies, Estimation and
Leadership" based on Sun Tzu's The Art of War become:
	 1 2 3 4 5
1.1 Understand the actual situation; decide on the plan of actions.
	 00000
1.2 Analyse and compare both parties' conditions, both favourable and unfavourable.
00001:1
1.3 Business is very much related to tactics and strategic planning.
	 00000
1.4 Correct information and proper preparation will help business make a success. 00000
b) Strategy 2: Resources and Competitive Actions
The Chapter 2 Waging War of Sun Tzu's The Art of War has the following main themes:
2.1 You have had enough money.
2.2 We have heard of criticism of a hasty campaign, we have never seen the cleverness in
prolonging a war.
2.3 He who is adept in military operations never raises an army twice.
2.4 Hence a wise commander should strive to get provisions in the enemy state.
2.5 The more times you defeat the enemy the stronger you will be.
The equivalent business and management strategies on "Resources and Competitive Actions"
based on Sun Tzu's The Art of War become: 1 2 3 4 5
2.1 Make a good and realistic estimation of the actual expenses before entering into business.
00000
2.2 Speed and quick decisions help in business.
	 00000
2.3 Organisation structure should be clear and effective.
	 00000
2.4 Not to add extra burden on the head-office for any new proposal.
	 00000
2.5 Unify other business by co-operation.
	 00000
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0 Strategy 3: Competitive Strategy and Wisdom
The Chapter 3 Strategic Attacks of Sun Tzu's The Art of War has the following main
themes:
3.1 Winning a victory and subduing the enemy without fighting is the highest excellence.
3.2 The best policy for the military operations is to gain victory by means of strategy.
3.3 He must gain complete victory all-under-heaven.
3.4 The weaker battles on stubbornly without taking its strength into account; it will surely be
conquered by the stronger.
3.5 The generals assist the ruler in governing a nation.
3.6 If you know both the enemy and yourself you will fight a hundred battles without danger of
defeat.
The equivalent business and management strategies on "Resources and Competitive Actions"
based on Sun Tzu's The Art of War become:
	 1 2 3 4 5
3.1 Take over business without extra costs.
	 0000E1
3.2 Understanding strategy helps to win competition.
	 00000
3.3 Use wisdom and best strategy instead of aggressive tactics for success.
	 00000
3.4 Understand the situation and act flexibly.
	 00000
3.5 Decisions should be taken at appropriate company level; more delegation of responsibility.
00000
3.6 Understand yourself and your competitor better helps you win.
	 0E1000
c) Strategy 4: Positioning and Targeting, Strengths and Weaknesses
Estimation
The Chapter 4 Disposition of the Army of Sun Tzu's The Art of War has the following main
themes:
4.1 One may foretell a victory but cannot be sure to gain victory as one wishes.
4.2 They can, on one hand, protect themselves and on the other hand, win a complete victory.
4.3 Those skilled in war always defeat the enemy that could easily be conquered
4.4 They have planned for certainty of their victory and the enemy is already destined to
defeat.	 .
4.5 He who is adept in military operations always understands the principles of war and
adopts the correct policies, so that victory is entirely in his hands.
The equivalent business and management strategies on "Positioning and Targeting, Strengths and
Weaknesses Estimation" based on Sun Tzu's The Art of War become:
	 1 2 3 4 5
4.1 Strengthen yourself before entering into competition.
	 000(J0
4.2 Attack right to the target, defence kept top secret
	 00000
4.3 Beware of business and situation changes; never be content with your position. 00000
4.4 Careful planning of the whole situation enables the business to take control.
	 00000
4.5 Understand the principles of business and help to adopt the correct policies and be
successful.	 0000E1
d) Strategy 5: Opportunity, Timing and Management Structure
The Chapter 5 Forces of Sun Tzu's The Art of War has the following main themes:
5.1 Managing a big army is in principle the same as managing a small one; it is a matter of
organisation.
5.2 During a war, the general should adopt the normal way of confronting the enemy, while
using special tactics to take the enemy by surprise.
5.3 Military formations are not more than the application of special and normal tactics, but
their variations and combinations will give rise to an infinite series of manoeuvres.
5.4 A general who is skilled in war can exploit his own vantage position and launch a swift
and sharp attack
5.5 He can drive the enemy about with small advantages and awaits the enemy in strength.
5.6 A general can select the right persons and fully exploit the favourable situation.
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The equivalent business and management strategies on "Opportunity, Timing and Management
Structure" based on Sun Tzu's The Art of War become: 	 1 2 3 4 5
5.1 Good organisation helps to define clear job responsibilities. 	 00000
5.2 Business tactics require a flexible managing policy.	 1:1000C1
5.3	 Application of special and normal tactics will give rise to an infmite series of business
approaches.	 00000
5.4 Move quickly to explore business opportunities. 	 00000
5.5 Offer some advantages and trap by strategy. 	 00000
5.6 Right person gets the right job.	 LIOCIOCI
e) Strategy 6: Control of Market Situations and Climate
The Chapter 6 Opportunism of Sun Tzu's The Art of War has the following main themes:
6.1 Appear at the place to which the enemy will not come; attack a place where the enemy does
not expect you.
6.2 That you are certain to take what you attack is because the enemy cannot fortifi, it. That
you are certain of success in holding what you defend is because the enemy cannot attack
it.
6.3 The offensive one takes can be so strong that the enemy cannot defend just because one
strikes at the enemy's weak point. One can withdraw without being overtaken by the enemy
just because one moves so swiftly that the enemy cannot pursue.
6.4 If we expose the enemy's disposition and hide ours, we can concentrate our troops and
divide the enemy's forces.
6.5 One who has few must take precautions against possible attacks everywhere; one who has
many compels the enemy to prepare against his attacks.
6.6 If a general knows both the place and the time of a battle to come, he can lead his troops to
go even a thousand 'Ii' away for a decisive battle.
6.7 A victory may be made even if the enemy's troops are many. We can find a way to make
them unable to fight.
6.8 The way to defeat the enemy should not follow the beaten track but change constantly
according to the enemy's changing situation.
6.9 The way to fight never remains constant and water never flows in the same way.
The equivalent business and management strategies on "Control of Market Situations and
Climate" based on Sun Tzu's The Art of War become: 	 1 2 3 4 5
6.1 Keep ahead of competition through innovations. 	 00000
6.2 Attack competitors' weak points while building on your strength.	 0000E1
6.3 Attack competitors' weak points with full commitment. A company should know when to
withdraw from the market to reduce loses by withdrawing from the market at the right
time.	 00000
6.4 Know the competition not allowing them to know you, enabling you to concentrate
effectively.	 0000E1
6.5 If one over-diversifies, the business can easily be challenged. Concentrate your effort
where you are strong.	 00E100
6.6 Know the market well for success. 	 LIC1000
6.7 Even if the competition is keen, we can still win by better understanding the market
requirement and prove successful. 	 OUCIOU
6.8 Change constantly according to the changing market situation. 	 00000
6.9 Business tactics never remain constant and should take any form. 	 00E100
f) Strategy 7: Management of Conflict and Avoid Confrontation
The Chapter 7 Manoeuvres of Sun Tzu's The Art of War has the following main themes:
7.1 During the whole military process nothing is more difficult than to fight for a favourable
position with the enemy.
7.2 There is not only disadvantage but also danger in fighting for a favourable position.
7.3 A commander who does not understand the plots and schemes of the princes cannot enter
into alliances with them.
7.4 He who masters the tactics of deviation first will win victory.
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7.5 They usually use gongs, drums, flags and banners as instruments to unify the army.
7.6 Keep a highly disciplined army to fight the confused enemy army.
The equivalent business and management strategies on "Management of Conflict and Avoid
Confrontation" based on Sun Tzu's The Art of War become: 1 2 34 5
7.1 Business competition is most difficult when confronting competition head-on. 1201:100
7.2 There is not only disadvantage but also danger in competing for a favourable position.
Inadequate preparation will lose business and market share.
	 00000
7.3 Know the potential partner well before entering into join venture.
	 00000
7.4 Keep the vision while maintaining flexibility for short-term deviation.
	 00000
7.5 Motivate your people for a common goal through good communication.
	 00000
7.6 Strengthen the organisation and plan business strategies.
	 00000
Strategy 8: Flexibility and Adaptability
The Chapter 8 The Nine Variations of Sun Tzu's The Art of War has the following main
themes:
8.1 Never launch an upward attack on the enemy who occupies high ground
8.2 A general or commander should thoroughly understand the tactical variables. Only if he
knows them well can he know military operations.
8.3 A wise general must give his consideration to both favourable factors and unfavourable
factors.
8.4 There are five fatal weaknesses of a general: brave but not resourceful, cowardly on the
eve of a battle, quick-tempered easily provoked, honour is driven to reckless situation,
benevolent but hesitant and passive.
The equivalent business and management strategies on "Flexibility
Sun Tzu's The Art of War are:
8.1 Never engage in competition if you are weak.
8.2 Market conditions should thoroughly be understood. Only
business be operated properly.
8.3 Consider both favourable and unfavourable factors in business
8.4 Fatal weakness of management should be understood.
and Adaptability" based on
1 2 3 4 500000
if they are known well can
00000
00000
00000
It) Strategy 9: Observing and Manoeuvring
The Chapter 9 Marches of Sun Tzu's The Art of War has the following main themes:
9.1 Be sure to stay near the valleys when going through mountains; after crossing the river
you must stay far away from it.
9.2 Be sure to cross salt marshes quickly with no delay.
9.3 All commanders prefer to station their troops on high ground rather than on low land
9.4 If heavy rain falls in the upper reaches of a river and forms torrents rushing down to the
lower course, never cross the river but wait until the flood subsides.
9.5 You must have a thorough search to see if there are ambushes laid or spies hiding.
9.6 Birds rising in flight show there are troops in ambush.
9.7 When the enemy asks for a truce without advance appointment, it means that he must have
been plotting.
9.8 When the enemy sees some profit but does not try to obtain it, it is because he has been
completely exhausted.
9.9 Disturbance in the enemy's camp means his generals have lost their prestige and authority.
9.10 If orders are observed constantly and conscientiously, both the commander and the
soldiers will benefit and trust each other.
The equivalent business and management strategies on "Observing and Manoeuvring" based on
Sun Tzu's The Art of War become: 1 2 3 4 5
9.1 Take the best approach during difficult market conditions and stay away from difficult
situations.	 00000
9.2 Get away from a dangerous situation as quickly as possible.
	
00000
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9.3	 Observe competitors' position and plan strategy accordingly with better reactions.
00000
9.4 Wait until the situation is clear before re-entering into market competition. Good and
accurate decisions make proper investments in business.
	 00000
9.5 Thoroughly understand the market situation to avoid potential problems and identify
pitfalls.
	 00000
9.6 Observe market indicators to identify potential problems.
	 001:100
9.7 When competition proposes a joint venture without warning, it means that he understands
his strategic position.
	 00000
9.8 When the competitor does not explore market potential, it means he has no extra resources.
UUUUU
9.9 When a competitor has low morale, it means their leadership is poor. Prestige and
authority of senior management are both essential.
	 00000
9.10 If everyone does what they should do diligently both the management and workforce
benefit and trust each other, and have a good relationship.
	 00000
i) Strategy 10: Competitive Situations and Causes of Failure
The Chapter 10 Terrain of Sun Tzu's The Art of War has the following main themes:
10.1 If the enemy is unprepared, you will defeat him.
10.2 If you occupy such a ground that is narrow or constrictecZ you should block the narrow
passes with strong garrisons and wait for the enemy there.
10.3 A general should know six situations that point to the defeat of his army, these situations
cannot be attributed to natural disasters, and they are the faults of the generals, which are
not inevitable.
10.4 Terrain is an important aid to a commander in military operations.
10.5 A great commander advances without seeking personal fame and gain, retreats without
shirking responsibility.
10.6 If he dearly loves his persons as he does his own beloved sons, they will be willing to die
with him in battle.
10.7 A general who is skilled in military operations moves his troops without losing his
direction and purpose and acts with unlimited resources and adaptations.
The equivalent business and management strategies on "Competitive Situations and Causes of
Failure" based on Sun Tzu's The Art of War become:
	 1 2 3 4 5
10.1 Gain advantages over the competition when they are unprepared.
	 00000
10.2 Attack the competitors when they have little room for manoeuvre.
	 00000
10.3 Management should know of their weaknesses that could lead to business failure.
ClOOLICI
10.4 Market situations help decision-making.
	 00E100
10.5 A good manager takes the business advantage without taking personal fame and gain and
admits failure without shirking responsibility.
	 OCIOCIU
10.6 Treat your employees like your family and they will share your vision.
	 00000
10.7 A skilled manager reallocates his resources without losing his direction and purpose.
00000
Strategy 11: Competitive Conditions and Offensive, Alliance and Vision
Strategy
The Chapter 11 The Nine Types of Battlegrounds of Sun Tzu's The Art of War has the
following main themes:
11.1 Ground can be classified into nine geographical positions according to the way of using
military operations.
11.2 In a position where the three neighbouring states meet, and whoever first gets control of
one will gain the support of other neighbouring state.
11.3 Never in a dispersive land; fight a last-ditch battle in desperate ground.
11.4 The skilled generals would advance when it was to their advantage and halt when
situations were unfavourable.
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11.5 The essence of military operations is speed, taking advantage of the enemy's un-
preparedness, going by routes he does not expect and attacking him where he is not on
guard.
11.6 Nourish your persons and do not exhaust them; keep them in high morale and conserve
their energy.
11.7 If there is no choice but to fight a desperate battle, they will co-operate closely and
consciously follow your direction.
11.8 Those who are skilled in military operations should be as dextrous as the shuairan, the
snake ofMount Chang.
11.9 Uniting the soldiers to fight bravely depends on good management and command.
11.10 In commanding an army, a general must have a mind that is serene and unfathomable. He
must administrate his troops in an impartial and upright manner.
11.11 A general who leads his troops to fight a decisive battle should cut off all means of retreat.
He should make his troops understand they have no alternatives.
11.12 The way to make war in the enemy's state is as follows: the deeper your troops penetrate
into hostile territory, the more they concentrate their spirit to fight.
11.13 Unify the will of your soldiers.
11.14 A general who is ignorant of the intention of the neighbouring princes cannot form
alliances with them.
11.15 A state with such an invincible army does not need to seek alliances with other states.
11.16 You can command thousands upon thousands of horses and persons as if you were leading
a single man.
11.17 At first assume the coyness of a maiden and when the enemy gives you an opening, attack
him as swiftly as running hare.
The equivalent business and management strategies on "Competitive Conditions and Offensive
Strategy, Alliance and Vision" based on Sun Tzu's The Art of War become:
	 1 2 3 4 5
11.1 Competitive situations can be different according to the way business is conducted.
00000
11.2 By making a market alliances, stronger market control and strategy will be obtained.
00000
11.3 Never attack your competitor when your resources are not focused.
	 00000
11.4 The skilled managers would advance when it was to their advantage and halt when
situations were unfavourable. 	 00000
11.5 Be Aware of the business situation and react speedily using innovative approaches and
attack competitors' weaknesses.
	 00000
11.6 Care and look after your people.
	 00000
11.7 Make business urgent to ensure co-operation and alignment of vision.
	 ODD  0 0
11.8 Those who are skilful in business should ensure all the resources work together in co-
operation.	 00000
11.9 Alignment of the company workforce to the vision depends on good management.
00000
11.10 The leader of a company should have a mind that is serene and unfathomable. He must
administrate his workforce in an impartial and upright manner.
	 00000
11.11 The leader of a company should demonstrate his commitment to the workforce and remain
true to this commitment in all he does.	 00000
11.12 The more successful the business, the more motivated the workforce will be towards their
work and make contributions.	 00000
11.13 Align the workforce to the vision of the company.
	 00000
11.14 A company that does not understand the intention of potential partners cannot form
alliances with them.
	 00000
11.15 If a company is strong, it does not need to seek alliances.
	
00000
11.16 Unify the thinking of all people and make them work for you.
	
	
00000
11.17 Appear not to be strong, but when opportunities arise, launch the business attack
00000
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k) Strategy 12: Destroying and Decision
The Chapter 12 Attacking with fire of Sun Tzu's The Art of War has the following main
themes:
12.1 There are suitable seasons to launch afire attack and suitable days for starting afire.
12.2 If you start afire from up-wind, never launch an attack from down-wind.
12.3 Any army must know about the varying situations under the five ways of fire attack and
keep waiting for a suitable time.
12.4 To win a battle and capture the spoils but to fail to consolidate such achievements
forebode danger. For it is a waste of effort.
12.5 A state that has perished can never revive, nor can a person who has died be brought back
to life.
The equivalent business and management strategies on "Destroying & Decision" based on Sun
Tzu's The Art of War become:	 1 2 3 4 5
12.1 Key to success is recognising good opportunities.
	 00000
12.2 Always stay ahead of your competitors. 	 00000
12.3 Remain flexible and adapt in accordance with the changing situation.
	 DUCEICI
12.4 Build on past achievement. Never sit on the present situation and continuously innovate.
00000
12.5 A simple mistake could ruin the whole business; take everything seriously because once a
company has perished, it cannot be revived.
	 0E1000
1) Strategy 13: Intelligence and Information
The Chapter 12 Intelligence and Information of Sun Tzu's The Art of War has the
following main themes:
13.1 A general is ignorant of the enemy situation; he may waste resources and be devoid of
humanity. He should employ spies.
13.2 An able general achieves extraordinary accomplishments because they can foresee the
development of war. Such foreknowledge cannot be obtained from ghosts and spirits; it
must be obtained from the people who clearly know the enemy's situations.
13.3 When you use the five kinds of secret agents simultaneously, the enemy cannot know the
principle of their operation. It is divinely intricate and becomes the greatest magic weapon
for the sovereign to defeat the enemy.
13.4 There is no place where espionage is impossible.
13.5 You must know and instruct your spies to investigate names, etc., in detail.
13.6 You must ascertain those enemy spies who have been sent to conduct espionage against
you. Bribe them, exhort and release them to serve you. At last, they will become converted
spies and work for you.
13.7 Use the intelligent persons as spies and achieve great tasks.
The equivalent business management strategies on "Intelligence and Information" based on Sun
Tzu's The Art of War become: 1 2 3 4 5
13.1 Ignorance of the competitor's situation is an ignorance danger that may lead to wasted
resources.	 0000C1
13.2 Achieve extraordinary accomplishments by good management of people who clearly
understand the market situation. 	 DOCIOLI
13.3 Use many ways of gathering information from the market, this will help to hide your
intention from competition, and helps to make wise decisions.
	 CIOCIOD
13.4 Information gathering is always possible.
	 00000
13.5 Detailed information of the market is essential.
	 0E1000
13.6 Recognise and try to recruit talented people to work for your company.
	 013000
13.7 Recognise talented people's achievement in your company to achieve great tasks.
00000
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The Thirty-six Strategies as Business Management Strategies
1. Strategy for Ensuring Win (From strategy 1 to 6)
2. Strategy for Planning Opportunism (From strategy 7 to 12)
3. Strategy for Waging War (From strategy 13 to 18)
4. Strategy for Confusing Enemy (From strategy 19 to 24)
5. Strategy for Alliances (From strategy 25 to 30)
6. Strategy for Defeating (From strategy 31 to 36)
a) Strategy for Ensuring Win
1. Cross the sea by deceiving the sky
• To hide secrets in the obvious to avoid detection.
2. Besiege Wei to rescue Zhao
• To attack an adversary's weakest point, divide and rule.
3. Kill with a borrowed knife
• To make use of someone else's resources to do your job.
4. Relax and wait for the adversary to tire himself out.
• To use patience to wear down the adversary
5. Loot a burning house.	 OCIOCID
• To exploit and capitalise on an opportunity at the expense of your adversary's chaotic
situation.
6. Make a feint to the east while attacking in the west
• To confuse your adversary's command, and mislead your adversary.
b) Strategy for Planning Opportunism 	 1 2 3 4 5
7. Create something out of nothing.
• Turn something that was not sustained into reality.
8. Pretend to advance down one. 	 00000
• To distract the enemy by making a deliberate gesture to attack in one direction while
attacking in another where the enemy does not defend.
9. Watch the fire burning from across the river. 	 00000
• To allow your adversaries to fight the enemy themselves while you rest and observe,
and defeat the exhausted survivor.
10. Conceal a dagger in a smile. 	 00000
• To make your adversary relax and unaware of your enmity, hide hostility under
friendliness.
11. Sacrifice the plum for the peach.	 00000
• If need be, sacrifice the less important in order to preserve the vital; substitute one
thing for another.
12. Take a goat in passing. 	 00000
• To capitalise on your adversary's negligence or incompetence when the choice is right.
0 Strategy for Waging War 	 1 2 3 4 5
13. Beat the grass to startle the snake. 	 00000
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• Do not tip off your adversary
14. Raise a corpse from the dead.
	 00000
• To use something dead to achieve your own ends.
15. Lure the tiger out of the mountain.
	 00000
• To have your adversaries deploy their strongest element away from their defence base.
16. Let the adversary off in order to snare him.
• Do not arouse your adversary's spirit to fight back.
17. Cast a brick to attack a jade.
• To use a bait to catch something big.
18. To catch bandits, nab their ringleader first.
• Shoot at the horse first in order to shoot the rider.
d) Strategy for Confusing Enemy
00000
00000
00000
12345
19. Remove the fire from under the cauldron.
	 00000
• To wear down your adversary's resources first before attacking him; get radical
measures, effect a permanent cure.
20. Catching fishes from troubled water.
	 00000
• Fish feel lost and disillusioned in troubled waters; therefore, they become easy prey.
Create a chaotic and panicky situation, the adversary can neither think nor see clearly
to respond to the pressing situation.
21. The cicada sheds its shells.	 00000
• When escaping, do so secretly without making it public. Develop a false stronghold to
deter the adversary from attacking, then secretly leaving an empty nest.
22. Fasten the door to catch a thief.
	 00000
• To destroy a weak adversary completely, leave no loophole for escape; to use total
encirclement. If you allow a weak adversary to escape, he may make a comeback in
the future.
23. Befriend a distant state while attacking a neighbouring state.
	 00000
• Adversaries at a distance can be a temporal ally. Do not attempt to take on too many
enemies at any one time. Another similar idiom states that a far away supply is no
good in saving a nearby fire. The inunediate danger needs to be taken care of first. If
there is no short term, there is no longer term to consider.
24. Borrow a safe passage to conquer the Kingdom of Guo.
	 00000
• Help the weak when the weak is not threatening so as to win over their support. Mere
talk will not save the weak; action speaks louder than words.
e) Strategy for Alliances	 12345
25. Steal the beams and pillars and replace them with rotten timber. 	 00000
• To sabotage, incapacitate, or destroy your adversary by removing his key support.
26. Point at the mulberry but causes the locust.
	 U0000
• To make use of a subject as a pretext to express one's objections.
27. Play dumb.
	 00000
• To let your adversary underestimate your capabilities.
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28. Remove the ladder after your ascent 	 CILICILICI
• To lure an adversary into a trap, and then cut him off.
29. Decorate the tree with fake blossoms.
	 LICICIOLI
• To exaggerate in order to mislead your adversary, letting him believe that you are very
strong.
30. Turn yourself into a host from being a guest.
	 OCIOLICI
• To exchange place/ position; reverse the situation.
j) Strategy for Defeating 	 1 2 3 4 5
31. Use a beauty to ensnare a man.
	 LICICILICI
• To intoxicate or indulge your adversary with a time/ energy adsorbing activities
thereby diminishing his spirit to fight.
32. Open the gate of an un-defended city.	 OCILID0
• To generate doubts in adversary's camp by presenting something that is really simple;
let the adversary overestimate your capabilities.
33. Use adversary's spies to sow disorder in your adversary's camp.
	 00000
• To spread wrong information; sow distrust or dissension among your adversaries; sow
distrust or discord among one's enemies through one's counterespionage.
34. Inflict pain on oneself in order to infiltrate adversary's camp and win the confidence of
the enemy.	 OCIDC:10
• To absorb loss in order to win trust; inflicting an injury on oneself to win confidence.
35. Lead your adversary to China together with worships.
	 CICILICICI
• To turn your adversary's strength into weakness; lead your adversary on until they fall
by their pride; now also means, a set of interlocking stratagem (series of stratagems)
leading your adversary to defeat.
36. Retreat is the best option.
	 00000
• Opting out; not participating / not playing the game that your adversary wants you to
play.
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Testing the significant difference of the average opinion of a
specified subject between the managerial level and the technical level
Testing the significant difference of the average opinion of a specified subject
between the managerial level and the technical level
Method
t-test
Null Hypothesis 	 : mean ranking of managerial level = mean ranking of
technical level
(i.e.	 Ho : pi„gr = Ptech)
Alternative Hypothesis : mean ranking of managerial level # mean ranking of
technical level
(i.e.
	 Hi
 : [L,,,g, # 111.)
Objective
To determine whether validity of null hypothesis (Ho) is consistent with the sample
data.
The classical way of accomplishing this is to specify a value a, the level of
significance of the test. Whenever Ho is true, the probability of being rejected is
never greater than oc.
Result Interpretation
Accept Ho if 'calculated t-value! < t–m
— -,,,,,, total samples number -2
Reject Ho if 'calculated t-valuel > tyn, total samples number - 2
The two-sided t-test
The common way of presenting this is to specify a p-value, the probability that the
absolute value of a calculated t-value with (total samples number of Mgr. and
Tech. - 2) degrees of freedom exceeds the critical t-test value of the two-sided test
at the significant level of a.
That is,
accept Ho if the calculated p-value  a./2
Reject Ho if the calculated p-value < sol2
The two-sided t-test
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p3;c	 1.4142
p, = 4; c= 0.8165
p.= 3; = 0.8165
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Some Special Spreads in the Ranking of Importance
Extremely difference in the
opinions, which results in
the greatest spread of 2 in
The response's mean is 3
but the opinions can be
evenly distributed in all
importance categories, or
spread normally.
A trend of a great
importance.
A trend of neutral
importance.
A trend of less importance.
Opinions are normally
spread in each importance
categories and have a
mean of 3.
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